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PREFACE 

The major objective of the Performance Management Steering Committee 
was the design of a performance management program for the U.S. 
Customs Service: one which tied job content to performance dimensions 
appraisal results, awards, and performance-based personnel actions. 
In addition, the Committee was asked to see what recommendations they 
could make for reducing paperwork and integrating the work of one 
personnel unit with another's. 

An ambitious project, the Committee sought out the excellent programs 
in both the public and private sectors, gave life to personnel ists' 
"if only this could happen... 11 , and meshed it all with the current 
rules, regulations and programs related to performance management in 
the Customs Service. 

The Committee's report is presented in the form of a handbook. The 
handbook is designed for use by personnel managers, trainers, super- 
visors, or any others involved in personnel work or desiring to know 
how personnel activities fit together and can be performed 
efficiently, effectively, and productively. 

The cooperation the committee had in putting this design together was 
immense. In the development of this performance management system, I 
would like to give special thanks to: 

Assessment Designs, Inc., Orlando, Florida 

Xerox Learning Systems, Wilton, Connecticut 

The Oregon Productivity Center, Corvallis, Oregon 

and to the Committee members: 

Paul A. Krumsiek, Project Director 
Penney M. Moy 
Leo M. Schweiger 
I Jay Weaver 

I hope you take the time to study the system and the handbook. I 
invite your comments. Please address your questions or comments to: 

Mr. Paul A. Krumsiek 

U.S. Customs Service 

1301 Constitution Ave. NW, Room 1316 

Washington, D.C. 20229 



or call him on FTS 202-566-5660. 



({&&* 



(/ Di rector 

Office of Human Resources 
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0.1 
WHAT IS RESULTS BASED PERFORMANCE MANAGEMENT? 



WHAT IS RESULTS-BASED PERFORMANCE MANAGEMENT (RBPM)? 

RBPM is a convenient label for the: 

1. planning, monitoring, appraising, and reinforcing 
activities and processes, and 

2. programs which center on optimizing RESULTS in an 
organization. 

WHAT DO YOU MEAN BY RESULTS? 

Results are the measurable benefits for the manager and agency c 
employee work, 

HOW ARE THESE RESULTS MEASURED? 

In two ways: 

1. Efficiency (quantity, cost) 

2. Effectiveness (quality & timeliness) 

WHY THE EMPHASIS ON RESULTS? 

Organizations are established with the purpose or mission of ati 
certain results. Each employee's first responsibility is to gei 
best results possible. Therefore, RBPM measures the employee's 
ability to get better results. 

IS RBPM A NEW IDEA? 

Many public and private sector agencies have performance managei 
programs. The RBPM is only new in that it borrows, lifts, resh< 
and adapts to Customs the best ideas from theories, management 
practices that "work", and established programs such as: Produ< 
By Objectives (PBO) , Management By Objectives (MBO), Managing Hi 
Performance (MHP) , Productivity Improvement Analysis, Managemen 
Consequences, Organizational Behavior Management (OBM), and 
Interpersonal Managing Skills (IMS). 
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M IS RBPM DIFFERENT FROM THE PAST? 

)TALLY RESULTS-BASED 

thieving results is the objective of RBPM. RBPM only measures output 
lich contributes toward improving the efficiency and effectiveness of 
le agency. Gains in tne "Quality of Work Life" are not ends in 
i'ems elves, but instead a spillover of RBPM. 

SER-FRIENQLY 

3PM is usable at all supervisory levels and eventually with limited 
srsonnelist assistance. Supervisors do not need to be well-grounded 
i theory; theoretical jargon is dropped; there are no new "personnel" 
squirements; measurement systems are simple (4th grade math or below) 
id fun to use; unreasonable effort is not required; and hours of 
aperwork are eliminated from performance planning. 

JMPREHENSIVE 

le RBPM model ties mission, functional and position results to 
srformance measurement, feedback and awards. The model gives 
ipervisors and personnelists a common understanding of how human 
^source activities fit together to manage employee performance. 

^R VI CE- OR I HINT ED 

le system's orientation is not one of "control", but one of "how I 
an get the agency's mission accomplished". RBPM introduces a human 
^source facilitator whose purpose is to provide supervisors with 
raining and personal assistance in making full use of the RBPM 
Astern. 

JW WILL WE KNOW WHETHER RBPM IS WORKING? 

iere the program is implemented, success will be measured by the 
rganization 1 s : 

i^RE AS E D _OU TPLPT 

1. Efficiency 

goods and services (quantity) produced 
costs 

2. Effectiveness 

quality 
timeliness 
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DECREASED WITHDRAWAL 

3. Turnover 

4. Absenteeism 

5. Tardiness 

6. Miscellaneous 

DECREASED DISRUPTIONS 

7 . Accidents/Safety 

8. Grievances 

9. Alcohol/Drugs 
10. Miscellaneous 

HOW WILL THE RBPM HELP ME (THE SUPERVISOR) GET RESULTS? 

1. By increasing the performance (results) of both workers ar 
supervisors 

- focusing employee attention on their: 

(1) agency's mission 

(2) unit's function 

(3) individual position goals 

- employing the right people 

- improving performance measurement 

- simplifying feedback systems 

- assuring that supervisors have the skills to manage 
performance 

- using targeted training where necessary 

- tying results to awards 

- ensuring that managers understand how performance 
planning, monitoring, appraising, and reinforcement 
activities interrelate. 
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2. By improving the efficiency and effectiveness of personnel 
assistance to managers 

ensuring that personneiists understand how performance 
planning, monitoring, appraising, and reinforcement 
activities interrelate 

- using the most up-to-date performance management tools 
and techniques 

eliminating duplication of activities by personneiists 
minimizing paperwork 

focusing personnelist attention on the organization's 
need to attain results and- less on paperwork. 

3* Staying in compliance with applicable laws and regulations. 

PROBLEMS WITH OUR CURRENT SYSTEMS IS RBPM ADDRESSING? 

- the lack of understanding on the part of personneiists and 
managers as to why we do the personnel activities we do 

excessive paperwork requirements 

the inadequate and often misleading information in job 
descriptions 

the fact that managers often really don't know how well 
employees are performing 

that job models seldom exist to tell employees precisely what 
important results they are supposed to accomplish, how those 
results are measured and what standards of performance are 
expected of them 

that all employees do not have the best data, feedback, 
resources, procedures, incentives, and training in order to 
meet exemplary standards 

the Personnel procedural quagmires 
fractionated Personnel activities. 



ES RBPM CHANGE PERSONNEL'S FUNCTION? 

, Personnel's functions of personnel administration and personnel 
nagement remain the same. 
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WILL RBPM CHANGE HOW PERSONNEL DOES ITS WORK? 

Although RBPM is designed to work in any sort of personnel organi 
tion, it is likely that it will recast some personnel practices, 
that reason, it is essential that, before implementation, person- 
nelists understand RBPM. RBPM is not a workable strategy for per; 
nelists who find information sharing and cooperation traumatic, 
management contact uncomfortable, and perceived crisis to be the 
normal state of affairs. 



DOES RBPM CONFORM TO OPM AND EEOC LAWS AND REGULATIONS? 

Yes. 

DOES IT CONFORM TO CUSTOMS REGULATIONS? 

Yes, as the system was developed, care was taken to adapt it to 01 
current policies and agreements. However, there are areas in whi< 
Customs could improve its policies in order to facilitate achievii 
better results and reducing paperwork. 

ARE WE GOING TO BE FORCED TO USE RBPM? 

No, for two reasons. First, the program is experimental. Second 
RBPM is a style of management which is used out of a personal cho 

WHY IS THE PROGRAM VOLUNTARY? 

We have all seen a lot of programs come and go. The fastest to 1< 
were those in which there was no commitment. Therefore, priority 
will be put on assisting those units already involved in and acti' 
considering planned performance improvement efforts as opposed to 
stimulating interest on the parts of organizations which feel the; 
best when they are "left alone". The philosophy: if it works, ot 
will want it. 

WHAT ARE THE KEYS TO A SUCCESSFUL RBPM? 

Substantial study and planning is done before starting 

Key supervisors and managers are actively and visibly 
supportive. (Research shows that 85% of productivity is 
controlled by management, particularly those in the top 
5% of the management staff.) 

A working facilitator is assigned 
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Organizational units' participation in the program is 
voluntary 

Better performance on the part of supervisors and managers is 
emphasized 

Training is provided 
Recognition is provided 
Improvements are measured 
Successes are publicized 
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0.2 
HOW IS RBPM ORGANIZED? 



HOW IS RBPM ORGANIZED? RBPM has four parts: 



1. 


Performance 


Planning 


2. 


Performance 


Monitoring 


3. 


Performance 


Appraisal 


4. 


Performance 


Reinforcement 



Each part is broken down into: 

1. the ACTIOtSI STEPS needed to accomplish the part 

2. the PROCESS used to accomplish the action step 

3. the PRODUCTS produced by the process 



By overlaying Diagrams 1,2, 3 and 4 over one another, you c 
see how the RBPM fits together. 
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SUMMARY 






PERFORMANCE PLANNING 



I 

Identify agency objectives K 

Process: Mission Setting ^ 



Product: Mission Statement 

Allocate agency objectives to organizational units 
Process: Functional Analysis 
Product: Functional Statement 

Allocate unit objectives by determining functional end 
products, tasks/duties needed to accomplish end product and 
assigning to positions. 

Process: Work Analysis 
Product: 

A. Position Description 

B. Job Classification 

C. Qualification/Selection Criteria 

D. Selection 

Establish yearly goals 

Process: Goal Setting 

Product: Management Goals (MBOs) 

Set individual position goals 

Process: Goal-setting and/or work analysis 

Product: Performance elements 



I 
I 
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6. Develop plan for measuring goal accomplishment 
Process: Work Analysis 

Product: Performance Standards 

7. Develop plan for measuring group goal accomplishment 
( Optional) 

Process: Work Analysis 

Product: Group Performance Standards 



2. PERFORMANCE MONITORING 



8. Give Goal Feedback 

Process: Supervisory/Employee Communications 
Product: Periodic Performance Feedback 

9. Revise Goals (as needed) 

Process: Supervisory/ Employee Communications 
Product: Revised Goals 



3. PERFORMANCE APPRAISAL 



10. Review Goal Accomplishment 

Process: Supervisory/ Employee Communications 
Product: Performance Appraisal 



4. PERFORMANCE REINFORCEMENT 



11. Reinforce Performance 

Process: Performance Reinforcing Actions 
Product: Actions Taken As A Result Of Performance 
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fHAT ARE RBPM APPLICATION GUIDES? 

'here are four guides. Each covers one of the major parts of 
>erformance management: performance planning, performance monitoring, 
>erformance appraisal, and performance reinforcement. 

'he guides: 

present the what and how of performance management 
- contain step-by-step procedures for managing performance 
are clear and concise 
minimize verbal explanations 

can be used according to how issues come to the supervisor and 
not necessarily to the personnelist 

have examples which relate to Customs 
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0.3 
HOW DOES RBPM OPERATE? 



(RBPM operation and training is based upon models designed by the 
Oregon Productivity Center) 

WHO MAKES RBPM WORK? 

Key individuals in RBPM are the: 

SES Board. . .Customs Senior Executives 

Performance Management Coordinators (National and Regional) 

Process Facilitators. . .RBPM Consultants 

Support Services ... Personnelists , Management Analysts 

Team Leaders ... Supervisors using RBPM 

SES BOARD 

The SES Board is the upper managers who set f direct, adjust and 
oversee the accomplishments of the Customs Service goals. The make-i 
of the council entails all the upper level managers who meet at the 
Commissioner's Executive Conference each Spring. At a minimum, the 
council should include: 

Commissioner Deputy Commissioner 

Assistant Commissioners Comptroller 
Regional Commissioners Chief Counsel 

Responsibilities include : 

establishing organizational long and short range goals 
determining design, philosophy, and style of future operatior 
ensuring staff support of RBPM 

reviewing organizational progress at management presentations 
promptly acting on RBPM proposals 
approving recognition tributes 
- assessing the continuing impact of RBPM on the organization 
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ERFORMANCE MANAGEMENT COORDINATOR 

'he Performance Management Coordinator ( s) is responsible for 
ntegrating productivity improvement into every function and activity 
if the organization. He/she is the resident expert on performance 
lanagement, and improvement for Customs or a Region. 

pecific responsibilities include: 

- improving performance measurement systems 

- reviewing new training modules as the program matures 

- consulting on organization improvement initiatives 

- training facilitators , trainers, supervisors, & coordinators 
in RBPM implementation, measurement and evaluation 

- consulting with organizations wanting to install RBPM 

- designing and improving individual and group performance-based 
incentive systems 

- researching productivity improvement ideas and materials 

- designing RBPM intervention programs 

- coordinating the activities of regional RBPM coordinators 

(Regional coordinators are optional, but are encouraged 
where whole or large parts of regions are using RBPM.) 

- publicizing successes 

- membership in the Performance Coordinator Council 

ROCESS FACILITIATORS 

'he Process Facilitiators are the RBPM catalysts. They are trained 
n all aspects of RBPM and are the catalysts who coordinate and aid 
upervisors in achieving better results using RBPM programs. 
Process Facilitators are often personnelists , but can be located 
nywhere in the organization as long as they can accomplish themselves 
>r direct a team to accomplish any and all of the RBPM processes and 
ctivities . ) 

.esponsibilities : 

- A team member of the organization they service 
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- observe, evaluate, and nurture the process of interaction 
between support services and first and second line supervise] 

- facilitate the introduction of, accomplishment of, and 
improvement of any part of the RBPM process 

- serve as a resource person on performance management and 
measurement 

- on occasion, act as a team leader getting RBPM activities 
accomplished. (This is especially true in reorganizations 
and evaluations . ) 

- exhibit and foster mutual trust and respect of supervisors 

- train (formally and informally) other staff & supervisors in 
RBPM 

- encourage RBPM 

- suggest ways of improving results 

- write success stories 

SUPPORT SERVICES 

These are teams of specialists (often personnel ists , management 
analysts, etc.) which are assigned to service a particular 
organization. Typically, they: 

provide guidance on personnel product specifications 

- provide explanations on policy and procedural requirements 

- obtain the information to determine an intervention need 

- make presentations to management on proposed resolution of 
problems 

- help in implementing needs 

TEAM LEADER 

The Team Leader in any RBPM effort is the supervisor. The supervisoi 
is the guide, coach, tutor, mentor, etc. to his/her staff in achievir 
results. 
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jam Leader Responsibilities: 

- specify the results desired 

make assignments to achieve results 

determine technical results 

develop measurement plans 

feedback performance data to employees 

- manage incentives 

let the organization know what works and what does not 

IAT QUALIFICATIONS SHOULD COORDINATORS HAVE? 

)ordinators: 

are thoroughly versed in performance management processes 
and programs 

have the ability to coolly interact with all levels of manage- 
ment 

are highly people oriented. . .very much concerned with employee 
development and the solutions to their problems... a 
communicator and a great listener 

are number conscious ... a degree in math isn't necessary, but 
percentages, weightings, graphing, trend and regression compu- 
tations, basic statistics, and cost-benefit analysis should be 
comfortable concepts 

are familiar with most line and staff operations. 

10ULD COORDINATORS BE FULL TIME? 

lis depends on the interest and performance activity within a region 
: office. A trained coordinator is a valuable resource and his/her 
:ills should be maximized. 

) WHOM DOES THE COORDINATOR REPORT? 

ie national coordinator is located in the Office of Human Resources, 
jgional coordinators may have varied reporting relationships, but the 
*st option may be to have the person report directly to the Assistant 
sgional Commissioner (Administration) . 

1EN SHOULD THE FACILITATOR BE SELECTED? 

ien a definite decision has been made to implement RBPM. 
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0.4 
TRAINING 



WHAT TRAINING IS PROVIDED? 

RBPM training is presented in 3 parts 

1. Core 

2. Extension 

3. Facilitator 

CORE TRAINING 

WHO: RBPM Coordinators , Facilitators , Support Services & Team 
Leaders (Supervisors) * 

WHAT: 

- Introduction - Overview of RBPM 

- Work Analysis 

- Goal Setting 

- Interpersonal Communications 

- Performance-based actions 



WHEN: The introductory course is a 5-day course. It can be 
delivered all at once or as mini courses. 

MATERIALS: Application Guides 

EXTENSION COURSES 

Extension Courses are 1-3 hour courses or workshops which consist o 
subjects that are of particular interest in certain settings. They 
may include any number of courses directed at productivity 
improvement. Examples are: 

Brainstorming generating ideas and choosing projects 

Result Areas determining what the end products of work are 

Problem Analysis clarifications, causes & effects 

Data Collection when/ where/ and how to gather information 
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ata Display displaying data in graph and chart form for 

clarity 

aality Measurement .. how to measure quality of work done 
anagement 

Presentations communicating, selling ideas 

:atistics basic concepts for beginners 

2am Workings meeting together and getting things done 

scision Making consensus, decision tables, and goal setting 

idividual 

Development Plans.. how to use them 

:>b Measurement geared toward specific objectives 

iterviewing job applicants (what to ask them) 

aking Observations. . how to distinguish between observations and in- 
ferences on the job 
anagement By 

Objectives (MBO )*.. function, purpose and methodology 
vards consequences, policy regulations 

\CILITATOR TRAINING 

=tcilitator training is for coordinators and facilitators who are 
Lrectly responsible for RBPM. This is formal experiential type 
raining, typically held at an off-site location for more extended 
sriods. 

i addition to more technical and in depth training in RBPM activities 
id processes, facilitators are instructed in performance intervention 
coy rams . 

KAT ARE PERFORMANCE INTERVENTION PROGRAMS? 

^rformance Management Intervention Programs are a collection of 
schniques and activities designed to improve a particular 
rganization* s results by enabling supervisors to better manage 
nployee performance. Program areas include: 

1. Organizational Structuring 

2. Work Redesign 

3. Selection 

4. Management By Objectives 

5. Goal Setting 

6. Appraisal and Feedback 
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1. Training and Instructions 

8. Career Development 

9. Supervisory Methods 

10. Decision Making Techniques 

11. Financial and Non-Financial Incentives 

12. Physical Working Conditions 

13. Work Rescheduling 

14. Combination of above programs 

WHEN ARE FACILITATORS AND MANAGERS TRAINED? 

Each is trained as the process evolves. No plans have been made for 
mass training of supervisors, etc., but RBPM is a voluntary program, 
so training will take place by request. 

ARE YOU SURE ALL THIS WILL IMPACT PERFORMANCE? 

Yes, the next chart documents the impact of certain programs on 
performance . 
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IMPACT OF HUMAN RESOURCES PRODUCTIVITY PROGRAMS* 



Productivity Program 


Effect 
on 
Output 


Effect 
on 
Withdrawal 


Effect 
on 
Disruptions 










Targeted Training 


+ 1.08 


+ 0.57 


+ 0.55 


Performance Feedback 
& Appraisal 


+ 1.02 


+ 0.17 


+ 1.39 


Work Redesign 
(from routine to more 
use of worker skills, 
e.g. job enrichment) 


+ 0.99 


+ 0.30 





Goal Setting** 


+ 0.85 


+ 0.15 


+ 2.39 


Supervisory Style 
(generally change to 
more participative) 


4- 0.63 


+ 0.07 





Work Rescheduling 
(flex-time, etc.) 


+ 0.57 


+ 0.11 





Financial Incentives 


+ 0.39 


+ 1.57 





Realistic Job Previews 


+ 0.00 


- 0.01 






* Assuming normally distributed worker productivity: 

0.00 means employee outperforms 50% of fellow workers 
0.50 means employee outperforms 69% of fellow workers 
1.00 means employee outperforms 84% of fellow workers 

** no significant difference between when supervisor sets 
goals to where employee participates with supervisor in 
goal-setting 

ita from analysis of productivity experiments reported in, "A 

.de to Worker Productivity Experiments in U.S. 1976-1981, Richard A 

;zo & Jeffrey S. Brady) 
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those in the Factory,- to do better 
success went in with the idea of communicating a work, standard anc 
of cooperating in ail efforts at corrective action," 
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1.1 

MISSION SETTING 



WHAT 

Identification and description of the reason for the existence of tl 
organization, (i.e. the long range organizational goals). 



HOW 



o Choose a top policy group (5-8 members) 

o Select mode of development 

- structured, intensive, 1-2 day off-site meeting led by 
trained facilitator 

- develop over a period of weeks using shorter, on-site 
meetings 



o Have group address: 

1. identification of long-range goals (5 years or more) 

2. identification of ideal management practices 

3. assessment of current management practices 

4. improvement of program planning (for coming year) 

o Example: Customs currently has 5 mission goals 

(Reference: CIS, "Mission & Organization Handbook", 10/83) 

1. Facilitation of commerce 

2. Protection of public against unfair trade practices 

3. Protection and collection of the revenue 

4 . Enforcement of laws 

5. Managing of own resources 
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1.2 
FUNCTIONAL STATEMENTS 



DEFINITIONS 



FUNCTION - a clearly identifiable segment of an agency's missi 

FUNCTIONAL STATEMENT - a listing of the assigned functions tha 

an organizational unit is responsible f 
which includes: 

a. nature and scope of work to be per- 
formed 

b. products or services offered 

c. role in promoting overall mission 
objectives of the agency 



HOW TO WRITE A FUNCTIONAL STATEMENT 

1. Gather references 

- mission statement 

- laws and regulations which authorize specific agency 
activities 

- agency policies 

- old functional statements 

- organizational charts 

- delegations of authority 

2. Review references to determine 

- the parts of the agency mission or functions the 
subject organization has responsibility for 

- list those functions by mission area 



Note: 



Overall management of resources is a general portion of the 
mission assigned to every organizational unit; therefore, th< 
and other general functions do not need to be specifically 
identified. 



3. Write a clear, concise statement of each function 

- what the function is 

- relationships with other Customs organizational 
units and/or other federal departments and agencies 
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Checklist 



your functional statement: 

clear 

concise 

containing all primary functions assignee! to 

your organization 
not containing functions which are assigned 

elsewhere in the agency 
differentiating from other organizations performing 

related or similar functions 
not including substance of policy, work processes 

or procedures 
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Example 
OFFICE OF INVESTIGATIONS 



Office of Investigations is responsible for the following 
errelated missions: 

conducting all investigations of. violations of: Customs and 
related laws and regulations, and setting national policies 
and priorities related to the regional investigative 
activities including: criminal investigations to detect and 
apprehend violators of Customs and related laws (currency 
investigations,, currency information exchange, critical 
technology export violations, munitions export violations, 
smuggling conspiracies, general smuggling, organized crime, 
etc.), investigations of potential fraud, and investigations 
of petitions for relief from civil penalties resulting from 
prescribed activities; 

providing specialized investigative technical services to 
support field activities, and monitoring field investigative 
activities; 

working with Regional Counsels, the Department of Justice, 
and U.S. Attorneys in order to improve investigative casework; 

collecting operational intelligence Custornswide; and, 

exercising direct line authority over its foreign field 
offices. 
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1.3 

YEARLY GOAL SETTING 
(MBO) 



"There is an inverse correlation between the effectiveness of 
Management by Objective and the amount of paperwork produced." 

W.J. Reddin, Effective Management by Objectives 



GENERAL (WHAT IS IT?) 

o MANAGEMENT BY OBJECTIVES (MBO) ...is a process of managing 
performance that includes writing short-term (1 year or les 
improvement plans (MBOs) which focus immediate effort on 
matters of dominant organizational importance. 



MBOS ARE DEVELOPED IN AREAS WHICH SUPPORT THE CUSTOMS MISS 



- facilitation of international commerce 

- protection of the public against unfair trade 
practices 

- protection and collection of the revenue 

- enforcement of laws and regulations which the 
Customs Service is required to carry out 

- utilization of Customs own resources (people , 
financial and property) 



AND IN SOME WAY: 

fl Support the MBOs of higher level managers 
#2 Address iDrushfires and trouble spots 

#3 Are the mechanism for trying new and creative 

approaches focused on improving organizational econc 
efficiency/ and effectiveness 
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HOW ARE MANAGEMENT OBJECTIVES SET? 



SIX STEPS FOR SETTING MANAGEMENT OBJECTVES 



1. PREPARE BY REVIEWING YOUR UNITS 1 OVERALL MISSION , 
FUNCTION , AND RESPONSIBILITIES 



2. IDENTIFY AND PRIORITIZE KEY RESULT AREAS (KRAs) 



3. WRITE AND GAIN AGREEMENT ON YOUR MANAGEMENT OBJECTIVES 



4. DETERMINE HOW TO MEASURE YOUR RESULTS (INDICATORS) 



5. WRITE ACTION STEPS FOR EACH APPROVED OBJECTIVE 



6. DEVELOP CONTROLS FOR MONITORING AND ASSURING YOUR 
PROGRESS TOWARD ACCOMPLISHING YOUR MBOs 
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STEP jl 

PREPARE BY REVIEWING YOUR UNTTS OVERALL MISSIDON FUNCTION AND 



o Gather, read and study: 

- functional statements (your organization's and othei 
around you) 

- organizational charts 

- Customs and Treasury lists of work priorities 
prior MBOs and results 

- MBOs of colleagues 

- SES performance plans of the executives over you 

- literature in your field 

- political trends 
STEP #2 

IDENTIFY AND PRIORITIZE YOUR JKEY JRE SU. LT _ARE AS ( K RAs ) 
KRAs are areas where results are needed. 

KRAs are described in 1-3 words and written in terms < 



- results, not activities 
results, not tools 
results, not procedures 
outputs, not inputs 
ends, not means 
whats, not the hows 



See examples on pac 
39. 



o To determine your KRAs make four lists (one for each MBO 
development area) and label: 



Customs Mission 
- Higher level MBOs 



Brushfitres 
New approaches 



o Identify KRAs for each category listed above. (See 
examples in the Appendix, page 43) 
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o Prioritize your KRAs by grouping them into three categories; 

1. Got to do 1 s... the "musts" that are basic to the 
survival of the unit 

2. Ought to do 1 s ... necessary for improved performance 
but not for survival 

3. Nice to do 1 s .... highly desirable for improved 
performance, out could be postponed 

o Select those KRAs in which you plan to set objectives 

Guidelines 



choose 4-7 key areas to work on 
ensure that they are: 

results oriented 

tied to your unit's function 

reaching and optimistic, yet 

reasonably attainable 



1 
1 
1 

i 



11 

; AND GAIN AGREEMENT ON YOUR OBJECTIVES 

o For each KRA selected (see Pages 43 & 44 for examples) write 
an objective that contains the following four elements: 

#1 an action or an accomplishment verb 

#2 a single measurable key result output 

#3 a date 

#4 the maximum investment in time and money 

o Prepare a list of proposed objectives and submit it to your 
supervisor 

o Meet with your supervisor to agree upon final objectives 
o Make agreed upon modifications 
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i 
i 

i 
i 
i 

i 
i 
i 
i 
i 
i 



Ensure that your MBOs : 



- are readily understandable by those who will be contributing 
to their attainment 

- are realistic and attainable, but still represent a 
signif leant challenge 

provide maximum payoff on the required investment in time 
and resources, as compared with other objectives being 
considered 

- are consistent with the resources available or anticipated 

- avoid or minimize dual accountability or achievement when 
joint effort are required 

- are consistent with basic organizational policies and 
practices 

- are willingly agreed to by both superior and subordinate, 
without undue pressure or coercion 

- are recorded in writing, with a copy kept and periodically 
referred to by superior and subordinate 

- are communicated not only in writing but also in face- 
to-face discussions between the accountable managers and 
those subordinates who will be contributing to their 
attainment 



STEP f4 

DETERMINE HOW TO MEASURE YOUR RESULTS (KRAs) 

o For each KRA determine the key PERFORMANCE CRITERIA that 
contributes to getting results. 



-31- 



Performance criteria can be classified into 3 categories 

EFFICIENCY how well we use our resources of labor, 

capital, energy, and/or materials. 

Efficiency indicators are often written in 
terms of: 

- QUANTITY PRODUCED 

- COSTS 



EFFECTIVENESS ....how well our results accomplish their stated 

purpose or adhere to a standard. 

Effectiveness indicators are writen in terms 
of: 

- QUALITY (Accuracy) 

- TIMELINESS 



SURROGATE 
MEASURES , 



.variables, which are less precise, but help 
account for ups and downs in efficiency 
and effectiveness. Examples include: 



absenteeism 
overtime 
safety 
turnover 



grievances 
downtime 
attitudes 
housekeeping 



Note: 



EXAMPLES OF EACH TYPE OF MEASURE ARE SHOWN ON PCS 40,41,& 42, 



Example (Chief, Staffing) 



KRA 


PERFORMANCE 
CRITERIA 


Recruitment 
Processing of SF 50 's 


Quantity 
Quality 
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o Determine the unit of measurement (measurement indicator) 
MEASUREMENT INDICATORS are normally ratios which are: 
measureable 

- trackable 

- providing data worth knowing 

stating to what degree a KRA is being met 

- directing the "right" employee behavior 

Examples (Chief, Staffing) 



KRA 


PERFORMANCE 
CRITERIA 


Recruitment 


Quantity 


Processing of 
SF-50's 


Quality 



MEASUREMENT 
INDICATOR 



August J^ _q n J> o a r d s t r e_n qt I 
August 1 ceiling 



Total # of SF_50's - erroi 
To t a F T ~S F "50" r s 



(See Appendix, Pages 40,41 & 42 for other examples) 

o Precisely define your measurement units (DEFINITION OF 
TERMS) 

e.g. When is a project late? 
What is an error? 

Do total employee hours count leave? 
What constitutes supervisory assistance rework? 

Examples (Chief, Staffing) 



KRA 



Recruit- 
ment 



Process- 
ing of 
SF-50 1 s 



PERFORMANCE 
CRITERIA 



Quantity 



Quality 



MEASUREMENT 
INDICATOR 



August 1 on 
board stre n y_tji 
August 1 ceil- 
ing 



Total # of 

SF 50 ' s - errors 

Total # of 
SF 50 's 
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DEFINITION OF TERMS 



August 1 on board 
strength is number of 
full-time permanent (G? 
employees aboard as of 
that date. 

Personnel ceiling is tl 
number of full time em- 
ployees an agency is p< 
mitted to have August '. 

An SF-50 error is any 
error in data content, 
which causes SF-50 to I 
rejected by Personnel 
Officer 



o Specify the source of your data 

use already existing sources 

leave no doubt over what numbers are being used when 
calculating results 

collect and feedback data on a regular basis 
make sure everyone knows how you are collecting it 
keep things simple 
Data sources may include: 

- employee logs 

- supervisory desk records 

- computer runs 

- checklists 
monthly reports 
spot checks 

Example 



KRA 


PERFORM- 
ANCE 
CRITERIA 


MEASURE- 
MENT 
INDICATOR 


DEFINITION OF TERMS 


SOURCE 


Recruit- 
ment 


Quantity 


August 1 on 
board strength 


August 1 on board 
strength is number of 
full-time permanent (GS) 
employees aboard as of 
that date 


Budget 


August 1 
ceiling 








Personnel ceiling is the 
number of full time em- 










ployees an agency is 
permitted to have Aug 1 




Process- 
ing of 
SF 50's 


Quality 


Total # of 
SF 50's-errors 


An SF-50 error is any 
error in data content/ 
which causes SF-50 to be 
rejected by Personnel 
Officer 


Person- 
nel 
Officer 
logs 


Total # of 
SF 50's 



Use measurement indicator in your MBO plan. Save the rest 
of the data for preparing performance standard. 
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STEP 5 

WRITE ACTION STEP S_FQR EACH APPROVED OBJECTIVE 

Action steps provide the milestones on the road to achieving 
your objective: how you plan to get there. Considerations 
include: 

o programming. . . the sequence of actions that are necessary 
o scheduling. .. the time required for each action step 
o budgeting. .. of available resources 

o fixing accountabi lity . . . who will be responsible for each 
step 



(see samples of MBOs with action steps in the Appendix) 



Tips for success 



don't try to develop action plans alone 

keep your superiors informed 

get your subordinates involved 

be open to the suggestions of those most able to 

carry out the necessary action plans 

chart critical steps and post in a conspicuous place 
develop milestones 
try selling your project to others and ask for 

ideas and constructive criticism 
cooperate with other of f ices. . . I ' 11 do something 

for you, if you'll do something for me 
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Ensure that your MBO action plan: 



is directly related to a measurable objective 

is directly related to meaningful, observable indicators 

provides for periodic feedback from interested parties 
(superiors, subordinates, staff personnel, client groups) 

specifies the criteria for final evaluation 

includes a written activity schedule with beginning and 
target dates for each step, completion dates, and impact of 
slippage if schedules are not met 

identifies activities which can proceed simultaneously and 
those which require the partial or full completion at 
certain points along the way 

details who is accountable for accomplishment of the object- 
ive and who is responsible for specific segments of the 
action plan (such items become the critical and non-critical 
performance elements of subordinates) 

follows a set pattern to include five basic steps: problem 
definition, cause analysis, development of alternatives, 
evaluation method to be used, and selection of a course of 
action 

identifies necessary communications and cooperation that 
must be necessary from individuals and offices outside 
managers span of control 

allows for sufficient initiative and involvement on the part 
of employees who will work to carry out required MBO 
actions. They must feel it is in their interest to cooperate 

provides for individual growth opportunities for the 
employees playing a part in carrying out required actions 
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STEP t6 

DEVELOP CONTROLS FOR MONITORING AND ASSURING YOUR PROGRESS TQWAE 

ACCOMPLISHING YOUR OBJECTIVE 

Controls are monitoring devices that let you and your supervisor 
#1 what has to take place 
#2 where you are at any particular time 
#3 whether or not things are going right or wrong 
#4 how much progress has been made 
#5 when something is wrong in time to correct it 



Examples of controls 



- quarterly/monthly review meetings with supervisor 

- milestone charts (see Appendix, Page 47) 

- Dar, line graphs 

- flow charts 

- GANTT charts 
PERT diagrams 
computerized tracking systems 

- progress lists 

- scheduled reports to top management, supervisor, etc. 



-37- 



EXAMPLES OF KEY RESULT AREAS 



- Financial Management 



- Space and Property Management 



Budget submissions 
Accounting practices 
Internal audits/controls 
Contracting procedures 
Cost controls 
Cash management 



Space acquisition 
Property acquisition 
Excess property disposal 
Inventory levels 
Facilities maintenance 



Information Management - Human Resources 



Office automation 
Computer hardware 
Computer software 
Computer access 
Records management 



- Facilitation 



Staffing reform 
Recruitment quality 
Performance management 
Training/staff development 

Compliance 
Merit Promotion 
Manpower availability 

- Enforcement 



Cargo processing 
Passenger process ing 
Vehicles, vessels 
and trains processing 
Baggage processing 
"Customer" satisfaction 



Illegal drugs 
Strategic technology 
Customs laws 
Other laws 
Criminal prosecution 

Fines, penalties & 

forfeitures 



- Investigations 

Criminal cases 
Employee background 



- Policy & Procedure Compliance 

Management inspections 
Program evaluations 



- Interagency cooperation - International cooperation 



Joint initiatives 
Computer sharing 
Interagency agreements 

- General 

Quality of Service 
Personal output 
Organizational relation- 
ships 



Training programs 
Visitations 
Joint ventures 



Productivity 
Turnaround time 
Operating results 
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AT IS MEASURED 



MEASUREMENT INDICATORS 



'FICIENCY-quantity produced 



, products produced 
labor hours 

vehicles inspected 
labor hours 

SF-52s processed 
employee days 

number of pages typed 
employee quarter 

suggestions adopted 
suggestions generated 

calls answered personally 
calls received 



^FICIENCY-costs 



.cost per unit after change 
cost per unit before change 

revenue collected 
material and labor cost 



'FECTIVENESS-quality 



># of defects/errors/returns 
# of returns 

# of data entry errors 

# of data entries 

ft of hours of rework/help needed 

# of products produced 

# of complaints 

# of passengers processed 

ft of $100.00 plus violators 

# of passengers searched 

# of files retrieved 

# of files requested 

# of probationary successes 

# recruited 
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WHAT IS MEASURED 



MEASUREMENT INDICATORS 



EFFECTIVENESS- timeliness 



fr of late deliveries/products 
# of products/deliveries 

ft of files retrieved 

within x time of request 

# of promotions processed in 30 
day period 

# of promotions received 

average time to resolve a case 

this year 

average time to resolve a case 
last year 

average time to write a response 

this quarter 

average time to write a response 
last quarter 



COMBINED MEASURES-quality 
quantity , , , , 



,# of pages typed - pages returned 

for correction 

employee year 

# letters written - # requiring 
more than 30 minutes of super- 
visory rework 



total # of letters 



COMBINED MEASURES-quality 
timeliness 



Hours of supervisory rework + 

# of days late 

total # of projects 
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JRROGATE MEASURES . overtime hours required 

# of hours worked 

time loss to accidents 
employee work hours 

t of appointments missed 

# of appointments 

employees left 
total employees 

minorities hired 
total hires 

days out 

days available 

computer downtime hours 
scheduled hours 

service satisfaction-attitude 
using a subjective 0-10 

rating survey instrument 

compared with national average 



housekeeping 
using a subjective 0-10 
rating survey instrument 
compared with previous ratings 
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EXAMPLES OF MANAGEMENT OBJECTIVES 



o KRAs Computerized Personnel System 

#1 #2 

to adapt the U.S. Air Force Computerized Personnel System t< 

the needs of the Department of the Treasury and Customs 

#3 
Service , have the system up ,_a n d running in a test co ndition 

'~#4 
July 1 , 1984 , at a cost not to exceed $100,000 nor more thai 

1500 staff hours. 



o KRA: Cargo and Passenger Processing 

to reduce the reimbursable overtime for Customs clearance o: 
passengers and cargo, at the Houston Intercontinental Airpoi 
by 15% by February 1984, and do so without curtailing 
enforcement efforts or processing time. 



o KRA: Supervisor Training 

to provide 80 hours of training for newly assigned 
supervisors, within the first year on their new job, making 
efforts to reduce travel and per diem costs related to 
this training by 10% over last FY. 



o KRA: Executive Development 



to advertise a new Senior Executive Service candidate 
development program, before July 1, 1984, in compliance 
with all aspects of the new Servicewide Handbook on Managem 
Development, number of candidates to be based on the 
projected SES vacancies. 
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PLES OF MANAGEMENT OBJECTIVES CONTINUED 



o KRA: Public Reputation 

to make at least four presentations interpreting Customs 
mission and programs before local, civic, and business groups, 
by September 30, 1984, at a cost NTE 75 work hours 

o KRA: Innovation 

to have a least two service or administrative ideas approved 
and implemented by July 31, 1984, with no increase in budget 

o KRA: Organizational Relationships 

to develop and implement by March 31, 1984, a plan for 
visitation of key office personnel to major field offices 
at a cost NTE 20 mandays and a total cost NTE $25,000 

o KRA: Unit Administration 

to reduce the amount of my time spent on routine office 
administration, from a monthly average of 80 hours to 30 
hours, by August 31, 1984 

o KRA: Staff Development 

to have agreed upon and implemented Individual Development 
Plans (IDPs) for each of my four division directors, to become 
effective October 1, 1984, the cost for the training programs 
requested within the training budget, and NTE 30 hours of my 
time 



o KRA: Productivity 

to develop and conduct a training program, on correct entry 
procedures for Customhouse Brokers and Importers, by June 30, 
1984, at a cost NTE $3,000 and 400 manhours for the entire 
Servicewide training initiative 
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EXAMPLES OF KRAs , MEASUREMENT INDICATORS , AND OBJECTIVES 

Job: Personne lists 



Key Result Area 
(KRA) 



Objective (quality/ 
quantity, timeliness ) 



Measurement Indica 
(SAMPLE) 



Recruitment 



Processing of 
SF 50's 



Absentee control 



Placement 



Classification 



Employee 
grievances 



Position 

management 

policy 



Management 



Correspondence 



On board workforce to be 
96% strength by August 1 



Returned for correction 
reduced from 7% to 1% 



Reduce usage by 10% over 
last year 



Secretarial positions to 
be refilled in average of 
30 days 



Increase percentage of 
positions written in FES 
format from 35% to 50% 

Reduce average processing 
time from 52 days to 30 
days 



Policy to be written & 
approved by supervisor by 
March I, requiring less 
than 5 hours of 
supervisory rework 

Increase supervisory ratio 
from 1:5.6 to 1:6 

Improve response time 
average from 3 days to 2 
days 



August 1 on board 

strength 

August 1 ceiling 

Total # of 
SF-50 's-errors 
Total # of SF-50 1 



Staff sick leave 

usage-FY 84 

Staff sick leave 
usage FY 83 

Workdays to refill 
positions 



# of requests to 
refill 

PD 1 s written in 
FES format 



Total # of PD's 

Total process time 
for each grievance 
# of grievances 



Hours of rework 
days late 



1 (project) 



# of supervisors 

# of employees 



Total days to re- 

spond 

# of pieces of 
correspondence 
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EXAMPLE tl 

loped by: John Doe Office: Human Resources 

frame for completion: June 1, 1983 thru May 1, 1984 
gned to: I ML Nameless 



MBO AREA: #1 Support of the Customs organizational mission: managing 

own resources. 
#4 Try new and/or creative approaches for improving 

organization economy, efficiency and effectiveness. 

KEY RESULT AREA (KRA) : Performance Management; Personnel Management 



OBJECTIVE: 



INDICATORS: 



ACTION STEPS; 



CONTROLS: - 



Develop a prototype performance management system 
(to acceptance of the Director, OHR) which ties job 
content to performance dimensions and appraisal re- 
sults to awards and performance related adverse act ions , 
and implement, for testing purposes, in select areas 
of the Service by 4/30/84. Total project requires less 
than 25 hours of supervisory assistance. 

Hours of supervisory assistance (before approval) 

+# Weeks late to complete 

# of projects (1) 

MILESTONES: 

Pre phase organization 6/1/83-7/25/83 

determine project approach 
establish steering committee 

- establish other agency contacts 

- research literature & review regs 

Preliminary analysis 7/26/83-8/10/83 

- determine system requirements 
determine and analyze characteristics 
of a good PPMS 

Definition phase 8/11/83-10/1/83 

- formulate system objectives & goals 

- determine system framework 

- determine system inputs & outputs & processes 

- establish performance criteria 

Design phase. 10/2/83-2/1/84 

develop detail of PPMS concept & define terms 

- identify users and training requirements 

- develop KSA instruments & support mechanisms 
Test implementation phase ,.2/2/84-4/30/84 

- select test area & train personnelists 

- make necessary organizational interventions 

Track progress using Comptroller's tracking system 
Written progress reports due on 9/1/83, 10/l/83 f 
2/1/84 & 5/1/84 

Monthly flow reports due on first of each month 
Weekly status reports during design phase 
Monthly face-to-face meetings 
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PPMS DESIGN STAGE PROJECTS 10/1/83-2/1/84 



KEY: R=Research Bequn 0=0utline D=0raft 



T=Tyoina F=Final 



1 . DEFINITION 

2. INPUTS DETERMINED 

3. STEPS DEFINED 

4. HOW TO USE TO WRITE PD 

5. EXAMPLES 

6. MULTI-PURPOSE WORK ANALYSIS GUIDE 

7. KSA INSTRUMENT 

8. PD FORMATS, ,,.,, 

Non-Supervisory 

Merit Pay 

9. AUDIT GUIDE , 

10. USERS GUIDE TO GRADE PATTERN ANAYLSIS 

11. CREDITING PLANS FROM PD- STEPS IN 

12. PERFORMANCE ELEMENTS FROM PD - STEPS IN... 

13. MERIT PAY ELEMENTS (MBO) 

14. PERFORMANCE STANDARDS FORMAT (MBO)../ 

Non-Supervi sory 

Merit Pay 

SES 

15. PRE-SCALED GUIDES - HOW TO DO (1C) 

15. INTERVIEW/REFERENCE CHECK GUIDE 

17. MBO GUIDE 

13. WEIGHING PROCEDURES 

19. GROUP PRODUCTIVITY SCHEMES 

Implementation Steos 

When To Use 

20. RATING ERROR FACTORS 

21 . COMPENSATORY ACTIONS 

How To Do , 

NON-COMPENSATORY ACTIONS 

How To Do ". 

22. RATING EFFECTS ON EMPLOYEES 

23. HOW TO DO IDPs FROM APPRAISALS 

24. EMPLOYEE INVOLVEMENT IN PO WRITING 

25. COMMUNICATIONS PLANNING & STEPS IN DOING.. 

MBOs 

Performance Standards 

Performance Feedback , 

Per fo ranee Appraisal 

25. DIFFERENTIATING' INFERENCE & OBSERVATION.. 
27. RECORDING EMPLOYEE DAY-TO-DAY PERFORMANCE. 

How To 

Form 

29. LESSON PLANS (MANAGERS) 2/15/84 

Objectives 

30. LESSON PLANS (FACILITATORS) 2/15/84 

31 . EVALUATION 

Criteria , 

Form .' , 







-48- 



MBO EXAMPLE #2 



Developed by M. B. Orr 
Time frame for completion: 
Assigned to: Henry Smith 



Office: Logistic Management 



MBO AREA: #1 Support of the Customs Organizational Mission - 

managing own resources (people , financial and prope 
#2 Try new and/or creative approaches for improving 
organization economy, efficiency and effectiveness 

KEY RESULT AREA (KRA): Firearms inventories , distribution and 

maintenance 



OBJECTIVE; 



To inventory all Customs owned firearms, authorized 
be used or carried by Customs law enforcement office 
by January 31, 1984. In connection with the invento 
determining serviceability/lack of serviceability, 
unit projected needs, indicating inventory excesses 
shortages, and reporting same to Office of Logistics 
Management . 



All Customs organizational units in compliance with 
inventory requirements and the new policy guidelines 

# of organizational units - units still out of 
compliance on 2/28/84 

# of Customs Organizational Units involved 



ACTION STEPS: 



CONTROLS: 



MILESTON 

Distribute current inventory with 

instructions to Regional offices 11/18/ 

Inventory must be completed by 1/31/ 

(indicating excesses/shortages/serviceability) 
OLM Board of Survey review/actions taken 

relating to unaccounted for firearms 2/15/ 

All overages & unserviceable fireams 

shipped to FLETC attn: Ordnance Spec 1/31/ 

Field offices must determine shortages 

and prepare requistions on CF 148 1/31/ 

Protective Services Division will review 
requisitions and excess property lists for 
ordering new units or reallocating inventories 

2/2 O/ 

Director, OLM, briefed on success of project 
recommends action for non-compliance 2/28/ 

Computerized inventory listing updated weekly 

Weekly status reports by Chief, Protective Services 

to Division Director 

Tickler file established and memorandums sent to 

offices falling behind 

Project tracked on Comptroller's tracking system 

Commissioner & Staff kept abreast of project by 

receiving reports in the regular weekly management 

briefs 
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Developed by: 
Assigned to: 



MBO 

Office: 
Time frame for completion: 



MBO AREA: 



KEY RESULT AREA (KRA) 



OBJECTIVE: 



INDICATORS: 



ACTION STEPS: 



CONTROLS : 



MILESTONES: 
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Portions of this material were adapted 
from the Managing Human Performance 
training program with permission from 
its author, Assessment Designs, Inc., 
Orlando, Florida* Reuse, reproduction, 
or resale of these materials for any 
purpose other than that related to the 
Customs Service's RBPM Handbook is pro- 
hibited by domestic and international 
copyright laws. ADI, 1984 
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1.31 
COMMUNICATING MANAGEMENT OBJECTIVES AND EXPECTATIONS 



KE PREPARATIONS FOR THE FACE TO FACE MEETING; 

rhaps the best way to set up a meeting of this nature is to write a 
morandum to the employee in which you: 

1. Explain need to establish mutually acceptable objectives 
and expectations. 

2. Indicate yours and the employee's role in the session. 

3. Provide a copy of your objectives and include: 

a. a brief explanation of each 

b. how they relate to key result areas you want your 
employee to establish objectives in 

4. Ask employee to: 

a. prepare a list of objectives 

b. indicate ways to measure each objective 

c. consider questions, issues, or concerns regarding 
meeting these objectives 

d. general questions regarding objectives 

5. State the importance of meeting objectives and express 
confidence in employee. 

6. Set a meeting date to discuss and finalize objectives. 



Study the sample memorandum on page 58. 



PERVI SPRY/EMPLOYEE DISCUSSION OF OBJECTIVES, .. EIGHT STEPS TO 
LLQW; Place a check in circles you intend to do. 

EP #1 PUT THE EMPLOYEE AT EASE. 

o Conduct small talk, for example: 

Ask how family is getting along 
Ask about or comment on current news event 
- Ask about or comment on local community events 

Basic text taken from training program developed by Assessment 
isigns Inc., Orlando, Florida, entitled, Managing Human Performance 
,is is one of the programs conducted by the Customs Service for 

magers . 
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o Smile and joke appropriately. 



o Compliment employee on recent job related or personal 
achievement. 



o Indicate you have been looking forward to the discussion, 



o Offer employee something to drink (e.g. coffee, tea or 
cold drink ) . 



o Tell employee to make him/herself comfortable; for exampl 
by taking off jacket 



o Move to a more informal setting away from across-the-desk 
interactions (e.g. conference table, couch, etc.). 



o Indicate that the session will be mutually participative 
and that you want the employee to contribute to the 
discussion. 



STEP 2: CLARIFY THE PURPOSE OF DISCUSSION 



o State that the end result will be a list of mutually 

agreeable job objectives and understanding of the level c 
performance expected of each. 

o Tell the employee how the discussion information will be 
used. 

o Outline what will be discussed. 

o State how you would like to proceed; ask for agreement of 
acceptability. 

o Revise, as appropriate, suggested procedures in accordanc 
with employee f s wishes. 

o Review relationship of objective and expectations to the 
employee job description and duties. 

o Ask the employee for, and answer any questions on either 
purpose of the discussion or procedures it will take. 
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#3: ASK EMPLOYEE TO STATE PREPARED JOB OBJECTIVES 

o Remind employee about your request that he/she come to the 
session with job objectives. 

o Ask employee to write them on a flip chart or board for you. 
o Tell the employee to first state the objectives all at once. 

o Refrain from commenting as objectives are first being stated 
unless you didn't hear what was said or need specific clar- 
ification. 

o Show interest by taking notes. 

o Repeat the stated objectives to employee after all have been 
noted. 

o If you have other questions, ask them after the employee's 
objectives have been stated. 

t4: REACH AGREEMENT ON OBJECTIVES 

o Make sure you understand the full meaning of words used in 
the employee's stated objectives. 

o State your pleasure with the employee's efforts in thinking 
of the objectives by thanking him/her for coming to the 
session prepared. 

o Comment on the thoroughness of the objectives. 

o Comment on the relationship of the objectives to previous 
ones stated by the employee. 

o Tell the employee what objectives you have thought of and why 
you think they're important. 

o Tell the employee which of his/her objectives you disagree 
with and why. 

o Reinforce the employee on those objectives you feel are 
particularly important regardless of whether they were on 
your own list. 

o Comment on the objectives's practicality and realistic nature, 

o Ask the employee to prioritize the objectives in order of im- 
portance. 

o Tell the employee the priorities you give to the objectives 
you have suggested. 
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o Ask the employee to indicate the criteria or factors 
considered in determining the objectives. 

o Ask the employee to comment on the objectives you have 
suggested and those with which he/she disagrees. 

o Ask the employee why he/she disagrees with any of your st 
objectives . 

o Ask the employee if he/she agrees with any of your object 
that he/she did not originally state. 

o Summarize those objectives on which you and the employee 
and disagree. 

o Restate and ask the employee to restate why each of you f 
the disagreed upon objectives are important. 

o Ask the employee to explain which of your objectives he/s 
cannot accept and why. 

o Tell the employee which of his/her objectives are not 
acceptable and give your reasons. 

o Finalize this part of the session by mutually agreeing to 
those objectives accepted by both you and employee and th 
relative importance to effective job performance. 

STEP #5: DISCUSS EXPECTATIONS FOR EACH OBJECTIVE 

o Restate how realistic accomplishing each objective actual 
is . 

o Restate the relative importance of each objective and (if 
unclear) agree on how each relates to effective on-job pe 
f ormance. 

o Ask the employee to state any advantages, experiences or 
conditions that may aid in accomplishing the objectives 
(particularly any related to resources available). 

o State those factors that you believe may hinder or aid th 
accomplishment of each of the agreed upon objectives. 

o State specifically the level of performance you expect fo 
each objective by indicating: format desired, rough or fi 
reports, quality related to errors, time to handle tasks, 
deadlines, types of interactions, responsibilities, 
authorities , overtime. 

o State your overall expectations for each objective. 
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o Make sure employee accepts your expectations as realistic and 
workable by asking for agreement on each one and resolving any 
differences in opinion the two of you may have. 

o State the time frame within which you expect the objectives 
to be met (be specific on duties). 

o Summarize your expectations for each objective. 

#6: AGREE ON PROGRESS STEPS AND MEASUREMENT PROCESS 

o Indicate the need for monitoring the accomplishment of the 
agreed upon objectives. 

o Express to the employee that you will be available to discuss 
issues and problems related to accomplishing each objective, 
on an on-going basis. 

o Encourage the employee to inform you of problems, or issues 
as they occur rather than waiting till it's too late. 

o Outline a specific timetable (with dates) for reviewing the 
progress being made toward the accomplishment of each 
objective. 

o State the time frame within which you expect the objectives to 
be met. 

o Ask the employee to react to the progress review timetable. 

o Restate the exact nature in which you believe the accomplish- 
ment of each objective should be measured (in terms of 
quantity, quality and time). 

o State the exact nature of how the accomplishment of each 
objective will be measured (i.e. what criteria or measured 
device will be used). 

o Ask the employee to comment on the measurement factors you 
have outlined. 

o Use the employee's input in revising and restating, if appro- 
priate, either the progress review outline or the measurement 
system discussed. 

t7: ASK THE EMPLOYEE TO SUMMARIZE 

o Tell the employee you would like him/her to summarize the 
contents of the session. 
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o Provide the employee with some structure for summarizing 
by asking that he/she restate the following: 

- the agreed upon objectives 

the expectations that you have for each objective 

- the steps that will be taken to monitor progress for < 
objective 

- the way in which the accomplishment of each objective 
will be measured 

o Add to the summary only if the employee did not include its 
you thought were discussed. 

o Ask for final agreement on all the items discussed, 
o Ask the employee for any final questions. 

STEP 18: EXPRESS CONFIDENCE IN EMPLOYEE AND SET A REVIEW DATE 

o Tell the employee you are pleased with the way the session 
went . 

o Indicate that you appreciate the contribution the employee 
made to the discussion. 

o Tell the employee you are certain he/she will have no troul 
accomplishing the agreed upon objectives in a manner satis- 
factory to you. 

o Remind the employee to come to you with any problems en- 
countered in accomplishing the objectives. 

o Indicate that you would like to review the employee's 
progress within the next two-three months. 

o Offer a specific date, time, and place for this review. 

o Ask the employee if there are any objections to the review 
date you've offered. 

o Agree on a date for the review. 

o Write down on you calendar when the review date will be an* 
make sure the employee does the same. 

o Reemphasize the fact that your door is open if the employe 
needs to discuss anything about the job. 

o Ask if there are any questions or issues that have gone un- 
covered. 

o Thank the employee for contributing to such a productive 
meeting. 
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SAMPLE 
MEMORANDUM 



DATE: 



FILE: 



> : All Branch Chiefs 
.CM : Personnel Officer 
ABJECT: Management Objectives for Next Performance Cycle 

In an era of resource scarcity, the Commissioner has asked 
ich of us to find ways of bettering the management of our own 
^sources. Key Result Areas include: 

performance evaluation equal opportunity 

resource utililzation automation 

internal controls space cost reductions 

In order to improve the efficiency and effectiveness of our 
ograms, each of us must look closely at ourselves and find ways 
: reducing costs without sacrificing service quality. Some of the 
>ssibilities I see include: 

Automating 100% of employee SF-7 cards within the next eight 
months. 

Finding better ways to measure and track our productivity. 

Eliminating unnecessary internal regulations on moving and 
promoting on-board personnel so as to reduce by 10% the time a 
position is waiting to be filled. 

Training Administrative Officers to provide us with quality 
paperwork on the first try (thus reducing the time lost in 
requesting corrections. ) 

I am confident that you will be able to come up with several 
>jectives of your own in addition to the above. By May 27, please 
ovide me with a copy of your proposed objectives, written in the 
.tached MBO format. 

During the week of May 30, I would like to meet with each of 
you to: 

Discuss and agree on objectives for the upcoming per- 
formance cycle. 

Discuss ways of measuring each proposed objective 
Answer my questions regarding your objectives 
Ask me any questions regarding your objectives 

Appointments for the week of May 28 should be made with T.W. 
Please let me know if you cannot make it. 
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1.41 
WORK ANALYSIS 



GENERAL (WHAT IS IT?) 

Work Analysis is a performance planning process that includes: 
o writing position descriptions 

o cataloging or classifying the position for recruitment 
and salary purposes 

o identifying the knowledges f skills, and abilities 

(qualification/selection criteria) for recruitment and 
placement purposes 

o selection of the right individual for the right job 



o 



setting individual position goals (performance elements! 



o developing plans for measuring individual/group goal 
accomplishment (performance standards) 



4 STEPS IN DOING WORK ANALYSIS 



1. PREPARE BY REVIEWING YOUR UNIT'S OVERALL MISSION, FUNCT: 
AND RESPONSIBILITIES: 

- material - human 

2. IDENTIFY YOUR FUNCTIONAL RESULT AREAS (FRA f s): 

- outputs (physical - results 
evidence of completed work) 

- ends - whats (not hows) 

3. LIST THE JOB TASKS REQUIRED FOR EACH FRA. 



4. DETERMINE KNOWLEDGES, SKILLS AND ABILITIES FOR EACH 
RESULT AREA OF THE POSITION. 
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p tl 

PARE BY REVIEWING YOUR UNITS OVERALL MISSION , FUNCTION AND 
PONSIBILITIES 

o Gather, read and study 

- unit functional statements 

- organizational charts 

existing position descriptions and evaluation statements 
Federal legislation and court decisions regarding program 
existing MBO 1 s 

- agency regulations 

- current crediting plans and performance plans 

- classification and qualification standards 

Grade Pattern Analysis and the Factor Evaluation System 

o Recruit individuals who can help you 

- subject-matter experts 

- current or former job incumbents 

- personnelists (classification and/or staffing 
specialists) 

o Answer the following and record in Part I of the Work Analysis 
format (See next page) 

Proposed Position (if known) 

- Location 

- Purpose 

- Customs Mission Area 

- Main Functional Area(s) 
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WORK ANALYSIS FORMAT 



PROPOSED POSITION 
LOCATION: 
PURPOSE: 
MISSION AREA: 
FUNCTION: 



A FUNCTIONAL RESULT AREA #1 
DUTIES/TASKS 
1 

2 

% 

3 

4 

6 FUNCTIONAL RESULT AREA #2 
DUTIES/TASKS 
1 

2 

% 

3 

4 



FACTOR #1 KNOWLEDGE REQUIRED 

A. KSA'S REQUIRED UPON ENTRY: 

B. KSA ! S WHICH CAN BE LEARNED ON THE JOB: 
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Example 
WORK ANALYSIS 

PROPOSED POSITION: Auditor, GS-511-13 
LOCATION: Office of Regulatory Audit 

PURPOSE: To formulate audit guidelines and develop audit 
standards for use by regional audit offices. 

MISSION ARCA: Managing of Customs resources 
FUNCTION: Audit Program Administration 



;p f2 

iNTIFY YOUR FUNCTIONAL RESULT AREAS (FRA's) 

,'s identify the outputs and results of your position. FRA's are 
cribed in 1-3 words and written in terms of: 



outputs 
results 



- ends 

- whats (not hows) 



o Note each major function in your unit's functional statement, 



o For each function, list the result area. 

Examples 



national programs developed 
computerized personnel system 
processed SF-50's 

position management policy written 
cargo and passengers processed 
budget submissions completed 
programs evaluated 
studies conducted 



o If needed, write a brief description of the FRA. 



o Decide which job will be responsible for what output or 
portions of an output (something produced; evidence of 
completed work) and results (beneficial and tangible effects), 
and make assignments 
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Example 
WORK ANALYSIS 

P PROPOSED POSITION; Auditor, GS-511-13 

A 

R LOCATION: Office of Regulatory Audit 

T 

PURPOSE: To formulate audit guidelines and develop audit 

standards for use by regional audit offices. 

MISSION AREA: Managing of Customs resources 
FUNCTION: Audit Program Administration 



P 
A 
R 
T 



I 
I 



FUNCTIONAL RESULT AREA: National Programs developed 

Formulates technical audit guidelines and instructions for 
regulatory audit staff use; and develops standards to measure 
the efficiency and effectiveness of field audit operations. 



STEP *3 

LIST THE JOB TASKS REQUIRED FOR EACH FUNCTIONAL RESULT AREA (FRA) 

o Decide what tasks are to be performed to accomplish each 
output or result listed. 

o Mark percentage of time (yearly basis) next to each FRA. 

o Record both the FRA's and their corresponding tasks on Part 
II of the Work Analysis Format. 



See example on the next page. 
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Example 
WORK ANALYSIS 

PROPOSED POSITION: Auditor, GS-511-13 
LOCATIONS Office of Regulatory Audit 

PURPOSE: To formulate audit guidelines and develop audit 
standards for use by regional audit offices. 

MISSION AREA: Managing of Customs resources 
FUNCTION: Audit Program Administration 



FUNCTIONAL RESULT AREA: National Programs developed 

A 

Formulates technical audit guidelines and instructions for 
regulatory audit staff use; and develops standards to measure 

60% the efficiency and effectiveness of field audit operations. 

1. Researches legal and technical issuances to determine 
what needs to be done in order to comply with applicable 
laws and regulations. 

2. Meets with management from government agencies and 
private industry to gather and develop additional back- 
ground data. 

3. Meets with field management and staff to determine what 
is actually occurring in terms of program operations. 

4. Analyzes current audit program to determine alternative 
approaches . 

5. Writes operational procedures/guidelines for nationwide 
implementation. 

6. Writes workload measures and manpower estimates. 

7. Meets with regional management and program staff to 
brief officials for the purpose of gaining acceptance of 
the program and to coordinate implementation. 
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STEP t4 

DETERMINE KNOWLEDGES , SKILLS , AND ABILITIES FOR EACH RESULT AREA Ql 
THE POSITION 



o List the knowledges, skills, and abilities required for ea< 
FRA of the position. 

- Picture good performers you have known in the same or 
similar positions . 

- What did they bring to the job that enabled them to p 
form better? 

- Picture poor performers you have known in the same or 
similar positions. 

- What were they lacking that kept them from performing 
a satisfactory level? 



o From the list of KSA's decide: 

- KSA's that the candidate should have upon entry in jot 
and, 

- KSA's that the candidate can learn on the job within < 
reasonable period of time (3-6 months). 

o Document how the knowledge is used in performing the task 
or element. 



o After each KSA place the letter of the FRA and number of tl 
task to which it corresponds. 



P 
A 
R 
T 



o Record KSA's in Part III of the Work Analysis Format. 

Example 
WORK ANALYSIS 

PROPOSED POSITION: Auditor, GS-511-13 
LOCATION: Office of Regulatory Audit 

PURPOSE: To formulate audit guidelines and develop audi* 
standards for use by regional audit offices. 

MISSION AREA: Managing of Customs resources 
FUNCTION: Audit Program Administration 

Example continued on next page. 
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FUNCTIONAL RESULT AREA: National Programs developed 

Formulates technical audit guidelines and instructions for 
regulatory audit staff use; and develops standards to measure 
the efficiency and effectiveness of field audit operations* 

1. Researches legal and technical issuances to determine 
what needs to be done in order to comply with applicable 
laws and regulations. 

2. Meets with management from government agencies and 
private industry to gather and develop additional back- 
ground data. 

3. Meets with field management and staff to determine what 
is actually occurring in terms of program operations. 

4. Analyzes current audit program to determine alternative 
approaches . 

5. Writes operational procedures/guidelines for nationwide 
implementation. 

6. Writes workload measures and manpower estimates. 

7. Meets with regional management and program staff to 
brief officials for the purpose of gaining acceptance of 
the program and to coordinate implementation. 



FACTOR 1. KNOWLEDGE REQUIRED: 

A. KSA's required upon entry: 

1. Ability to obtain r evaluate and interpret information 
from audit reports, workpapers, legal and technical 
issuances in order to determine program needs (A-l) 

2. Ability to analyze program operations in order to de- 
termine how best to improve the effectiveness and 
efficiency of the field audit operations. (A-3 & A-4) 

3. Ability to communicate in writing in order to prepare 
recommendations to operational problems; workload 
measures; guidelines and standards; as well as to 
document findings of research. (A-5 & A-6) 

4. Ability to maintain working relationships with 
various levels of government and private industry in 
order to gather information; brief management; and 
gain acceptance of program. (A-2, 3, & 7) 

B. KSA's which can be learned on the job: None. 



_ a d 

D o 



1.4 
HOW IS WORK ANALYSIS USED? 



WORK ANALYSIS IS USED FOR: 



1. 


WRITING POSITION DESCRIPTIONS 


2. 


CLASSIFYING THE POSITION 


3. 


DEVELOPING QUALIFICATION/SELECTION CRITERIA 


4. 


DEVELOPING PERFORMANCE ELEMENTS 


5. 


DEVELOPING PERFORMANCE STANDARDS 


6. 


DEVELOPING GROUP PERFORMANCE STANDARDS 


7. 


SELECTION 
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1.42 
POSITION DESCRIPTIONS 



position description is the official written record of the major 
as and responsibilities of the job. The following information is 
uded in the position description: 

o the functional result areas (FRA's); 

o the work to be performed to achieve the FRA's; 

o the knowledges, skills, and abilities (KSA's) required; 

o any required special qualifications; and, 

o the supervisory relationships and other job factors. 

S IN WRITING POSITION DESCRIPTIONS FOR POSITIONS IN THE GENERAL 
PULE (GS) AND MERIT PAY (GM) : 

o The first four steps in writing a position description are 
identical to the four steps in the work analysis. 

o Decide whether the position is non-supervisory or 
supervisory. 



NON-SUPERVISORY POSITION DESCRIPTIONS 



It is Customs policy to write all new or revised GS-1 
through GS-15 non-supervisory positions in the Factor 
Evaluation System (FES) format. 



o In addition to steps 1-4 of the Work Analysis, a non-super- 
visory position description describes the following Factors, 
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FACTOR !_;- (See Step 4 of the Work Analysis - Page 65) 

FACTOR 2;- Supervisory Controls 

- How the work is assigned 

The employee's responsibility for carrying out the work 

- How the work is reviewed 

FACTOR 3:- Guidelines 

The nature of guidelines for performing the work 

The judgment needed to apply the guidelines or develop 
new guides 

FACTOR 4:~ Complexity 

- The nature of the assignment. (Kind and variety of tasks; 
how the work is done) 

- The difficulty of identifying what needs to be done 

- The difficulty and originality involved in performing the wo: 

FACTOR 5;- Scope and Effect 

- The purpose of the work (the ultimate goal; the end objectiv< 

- The impact of the work product or service 

FACTOR 6;~ Personal Contacts 

- The kind of people with whom there are contacts (except 
supervisor) 

- Describe any unusual circumstances or conditions, such as 
problems making appointments 

FACTOR 7;- Purpose of Contacts 

- Explains the reasons for the personal contacts described in 
Factor 6 



-69- 



ACTOR 8;- Physical Demands 

- The nature of the physical demands placed on the employee 

- How intense and how often the activity is performed 

ACTOR 9;- Work Environment 

- The physical surroundings in which the employee works 

Include any risk or discomforts in the surroundings , as 
well as any safety precautions required 
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NON-SUPERVISORY POSITION DESCRIPTION FORMAT 



, ^ROPOSED POSITION: 
P 

LOCATION: 

PURPOSE: 
MISSION AREA: 
FUNCTION: 



A FUNCTIONAL RESULT AREA #1 
DUTIES/TASKS 
1 

% 2 

P 

A 3 

R 

B FUNCTIONAL RESULT AREA #2 



I 
I 

1 

2 
3 



DUTIES/TASKS 



FACTOR #1 KNOWLEDGE REQUIRED 

A. KSA'S REQUIRED UPON ENTRY: 

B. KSA'S WHICH CAN BE LEARNED ON THE JOB: 

FACTOR #2 SUPERVISORY CONTROLS 
A 
R 

FACTOR tf'3 GUIDELINES 

FACTOR 14 COMPLEXITY 
I 

FACTOR #5 SCOPE & EFFECT 

FACTOR #6 PERSONAL CONTACTS 

FACTOR #7 PURPOSE OF CONTACTS 

FACTOR #8 PHYSICAL DEMANDS 

FACTOR #9 WORK ENVIRONMENT 
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SUPERVISORY POSITION DESCRIPTIONS 



n addition to the first four steps in the work analysis, describe the 
ollowing factors: 

ACTOR 1;- Knowledge Required (See Step 4 of the Work Analysis - Page 
5) 

ACTOR 2:- Supervisory Controls 

- How work is assigned 

- The employee's responsibility for carrying out the work 

ACTOR 3:- Supervision Exercised 

List the positions supervised, their full performance levels, 
and how many 



Example 



Auditor . , , > .GS-511-13. . (4-6) 

Program Analyst. . . .GS-345-12. . ( 1 ) 

Secretary , , , , .GS-318-6. . . ( 1 ) 

Clerk-Typist .GS-322-3. . . (1-2) 
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SUPERVISORY POSITION DESCRIPTION FORMAT 



PROPOSED POSITION: 
P 

LOCATION: 

PURPOSE: 
MISSION AREA: 
FUNCTION: 



FUNCTIONAL RESULT AREA 

DUTIES/TASKS 

1 

% 2 

P 

A 3 

R 

FUNCTIONAL RESULT AREA #2 

DUTIES/TASKS 
1 

_% 2 
3 



FACTOR #1 KNOWLEDGE REQUIRED 

A. KSA'S REQUIRED UPON ENTRY: 

B. KSA'S WHICH CAN BE LEARNED ON THE JOB: 

FACTOR #2 SUPERVISORY CONTROLS 
A 
R 

FACTOR #3 SUPERVISION EXERCISED 

I 
I 
I 



-73- 



1.43 
CLASSIFYING THE POSITION 



JIFYING THE POSITION 

o Send the position description to the Position Classification 
Branch for classification. 



o Attach the work analysis data used to write the position 
description. 

o The classifier reviews the position description and rewrites 
any portions of the position description in order to clarify 
or refine information. 



o As needed, the draft position description is returned to the 
supervisor or manager for any comments or changes which had 
been discussed and agreed to with the classifier. 

Note: 



Steps 2 and 3 are usually not necessary if the classifier 
was involved in writing the position description as de- 
scribed earlier. 



o The classifier assigns the title, series, and grade to the 
final position description through evaluation and comparison 
with the standards developed by the Office of Personnel 
Management. 

o Using applicable information from the work analysis, eval- 
uation statements are written, when appropriate, in order 
to justify and document the decision on the use of a 
particular title, series, and grade. 
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1.44 
DEVELOP QUALIFICATION/SELECTION CRITERIA 



Qualification criteria are derived from the Qualification Standarc 
(OPM's X-118 Handbook) 

Note : 



Generally, knowledges, skills, and abilities identified in the 
work analysis which are mandatory for basic eligibility are nc 
used in crediting plans. 



CREDITING PLANS 

Selection criteria are the KSA's identified in the work analysis t 
the candidates should have upon entry in the job, and are the bas: 
for developing the crediting plan from which the best qualified 
candidates will be determined. 

In addition, the criteria to be used in the crediting plan: 
o are desirable KSA's 

o are measurable in terms of experience and training 
o are job-related 
o are valid and reliable 
o distinguish among basically qualified candidates. 

Crediting plans provide recruiters and applicant raters with guide 
on the kind, level, and quality of experience necessary for 
satisfactory performance of the functional result areas in order 1 
ensure identification of the best qualified candidates available. 

o Refer to Factor 1 of the position description (KSA's requ: 
upon entry) (Part III of the Work Analysis) 

select those KSA's that are rateable (i.e. have range 
and are most likely to distinguish among candidates. 

eliminate, for recruitment purposes, those KSA's thai 
be learned on the job within a reasonable period of 1 
(usually 3-6 months). 
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using Crediting Plan Format on Page 77, write the KSA, 
followed by an operational definition that describes what 
is expected in terms of a knowledge, skill, or ability in 
a particular job. 

Note : 



Write the definitions specifically enough to give 
the rater a basis for crediting experience and yet 
flexible enough to allow credit for experience in 
other types of qualifying work. 



Example 



KSA; Ability to communicate orally 
Definition ; 

This element includes the ability to provide informa- 
tion, advice and guidance to administrative and program 
officials; persuade; and provide/obtain information 
from agency employees on a variety of controversial or 
complex issues. 



For each KSA, define 3 levels: 

1) excellent or outstanding 

2) above average or very good 

3) satisfactory or good 

Use the final crediting plan for rating and ranking 
applicants. 
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CREDITING PLAN 



KSA Title and Definition: 



Level Descriptions 



Excellent 



Above Average 



Average 
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1.45 
PERFORMANCE ELEMENTS 



>b element identified for performance appraisal purposes must: 
o describe results that are measurable or observable 

o describe results that are attainable by the incumbent of the 
position 

o be derived from the overall mission of the organization and 

be compatible with and supportive of results assigned to other 
organizational components . 

>S IN IDENTIFYING PERFORMANCE ELEMENTS: 



Potential performance elements are: 



- the functional result areas listed on the position description 

- the key result areas listed in yearly objectives (MBO) 



o Determine which elements (KRA 1 s/FRA 1 s ) are critical to the job 



Critical Performance Element 



A critical performance element is a component of an 
employee's job that is of sufficient importance that per- 
formance below the minimum standard established by manage- 
ment requires remedial action and denial of a within-grade 
increase, and may be the basis for removing or reducing the 
grade level of that employee. 



o Determine which elements are non-critical 

o Write critical and non-critical elements onto the performance 
standard form. (See Step #1 under Develop Performance 
Standards, Page 79) 
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1.46 
DEVELOP PERFORMANCE STANDARDS 



A performance standard is a statement which notes a range of 
attainable results and their degree of acceptability to the 
organization. 

Steps involved 
1. TRANSFER END RESULTS TO PERFORMANCE PLAN 



2. DETEMINE HOW TO MEASURE YOUR KRA"S AND FRA"S (END RESULTS) 



3. WRITE PERFORMANCE STANDARDS 



STEP fl; TRANSFER END RESULTS TO PERFORMANCE PLAN 

o Write your KRA's and FRA's in column marked "elements " 
(See page 86 for example.) 

o Beside each mark indicate: 
(c) for critical 
(nc) for non critical 

STEP t2s DETERMINE HOW TO MEASURE YOUR KRA's AND FRA's (END RESULTS 

o For each KRA and FRA determine the key PERFORMANCE CRITERIA 
that contributes to getting results. 

PERFORMANCE CRITERIA can be classified into 3 categories: 



#1 



EFFICIENCY How well we use our resources of labor, capital, 

energy and/or materials 

Efficiency indicators are often written in terms 



of: 



- quantity produced 

- costs 
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EFFECTIVENESS. .How well our results accomplish their stated 

purpose or adhere to a standard 

Effectiveness indicators are written in terms 
of: 

- quality (accuracy) 

- timeliness 

SURROGATE 

MEASURES Variables/ which are less precise, but help 

account for ups and downs in efficiency and 

effectiveness 



Examples include: 

- absenteeism 

- overtime 

- safety 

- turnover 



- grievances 

- downtime 

- attitudes 

- housekeeping 



e: 



Examples of each type of measure are shown on pages 40 thru 44, 
(See Yearly Goal-Setting (MBO) 



Example (Auditor) 



KRA 



National 
Programs 
Developed 



PERFORMANCE 
CRITERIA 



Quality/ 
Timeliness 
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o Determine the unit of measurement (measurement indicator) 
o Measurement indicators are normally ratios which are: 

measurable 
trackable 
- providing data worth knowing 

stating to what degree each KRA is being met 

Examples 



# of pages typed 

# of returned pages 
employee year 

units highlighted for 

supervisor 

units provided supervisor 

hours of supervisory rework 

+ days late 

studies due 

total # of items completed 

on time 

total # of items due 



# of entry errors 

# of data entries 



$ allocated FY 
$ committed FY 



space acquired - not 

acquired 

space sought 

documents processed - 

errors 

documents processed 

days worked - 
tallys not complete 
tallys with errors 
days worked 



average time to write a 
response (this quarter) 
average time to write a 
response (last quarter) 



Example (Auditor) 



KRA 


PERFORMANCE 
CRITERIA 


MEASUREMENT 
INDICATOR 




National 
Programs 
Developed 


Quality/ 
Timeliness 


Hours of Supr. help 
+ # of days late 


# of programs devel- 
oped 




See page 45 of the Yearly Goal-Setting (MBO) for more examples. 
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o Precisely define your measurement units 
For example consider: 

When is a project late? 

What is an error? 

Do total employee hours count leave? 



Example (Auditor) 



KRA 



.ional 
>grams 
'eloped 



PERFORMANCE 
CRITERIA 



Quality/ 
Timeliness 



MEASUREMENT 
INDICATOR 



Hours of Supr. help 
# of days late 



... J. 

# of programs devel- 
oped 



DEFINITION 
OF TERMS 



Hrs. of Supr. 
help includes 
oral guidance 
and hours of 
Supr. rework 
after program 
has been 
assigned. 
Days late are 
number of 
work days 
passed the 
due date, 
before the 
project is 
accepted as 
complete by 
the Supr. 



o Specify the source of your data 



Use already existing sources. 

Leave no doubt over what numbers are being used when 
calculating results. 

Collect and feedback data on a regular basis. 

Make sure everyone knows how you are collecting it. 

Keep things simple. 
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Data sources may include: 

- employee logs 

- supervisory desk records 

- computer runs 

- checklists 

- monthly reports 

- spot checks 

Example (Auditor) 



KRA 


PERFORMANCE 
CRITERIA 


MEASUREMENT 
INDICATOR 


DEFINITION 
OF TERMS 


SOURCE(S) 


National 


Quality/ 


Hours of Supr. help 


Hrs. of Supr. 


Supr- 


Programs 


Timeliness 


+ # of days late 


help includes 


visor ' s 


Developed 




# of programs devel- 


oral guidance 


assign- 






oped 


and hours of 


ment logs 








Supr. rework 










after program 


Geodex 








has been 










assigned. 










Days late are 










number of 










work days 










passed the 










due date f 










before the 










project is 










accepted as 










complete by 










the Supr. 
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5P 3; WRITE PERFORMANCE STANDARDS 

sre are 2 forms of performance standards, those: 
o using numbers (matrix) 
o using words (narrative) 



tf TO WRITE PERFORMANCE STANDARDS USING NUMBERS (THE MATRIX 
PROACH) 

E SIX STEPS: (Xerox a copy of the blank Matrix Performance 
andard Form provided in the FORMS section, and refer to the example 
page 86 .) 

1. Complete columns A-E with information from Steps #1 & #2. 

2. Fill in boxes 0-10 of performance standard: 

a. Your baseline data (current level of performance , 

national average, average for staff last year, etc.) 
corresponds to a score of 3. 



If baseline data does not exist, observe and 
measure performance (without the purpose being 
explained to employees so as to not affect perfor- 
mance) for 2-3 months. If you have seasonal fluc- 
tuations, a longer observation period may be 
necessary. 



b. 

c. 
d. 



The score of 10 is the highest performance level 
an employee can realistically attain. 

The score represents unsatisfactory performance. 

The boxes representing 4-9 are mini-objectives (and, if 
possible, should be evenly spaced.) 



e. Boxes 1-2 show that objectives are not being met. 



3. At mid-year, the measurement indicator is used to calculate 
the employee's performance. The score is recorded in Column 
F. 



4. At the completion of the performance appraisal cycle, the 
end result for the total year is written in Column G. 
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5. The Performance Level (Column ri) is the number 0-10 which th 
end result in Column G corresponds to. 

6. The Summary Rating is determined according to instructions o 
the CF 281 (MPAS) or CF 188 (EPAS) Performance Plan and 
Appraisal Forms. 
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HOW TO WRITE PERFORMANCE STANDARDS USING WORDS (THE NARRATIVE 
APPROACH ) 

THE SEVEN STEPS; (Use the traditional EPAS/MPPAS Performance Standa 
Forms) 

1. Preparation 

a. Form a work group of two or more subject matter expert 
(SMEs). The work group should include both supervisor 
and non-supervisory employees; 

b. Choose one personnel coordinator to coordinate task 
force efforts? 

c. Gather necessary resources 

- organizational chart 

- functional statement 

- position descriptions 

d. Gain advance agreement with supervisors (of subject 
jobs) as to whether work groups final product will be: 

1) binding on all supervisors, or 

2) advisory 

2. Briefing 

The Personnel Management Specialist (PMS) briefs the task 
force on: 

a. workgroup goals 

b. procedures to be used 

c. key and functional result areas (KRA's & FRA's) 

d. critical/non-critical elements 

3. Brainstorm performance examples 

Personnel coordinator briefs group on qualities of a "good" 
performance standard: 

a. job relatedness 
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b. me as ur ability/observability 

c. quality, quantity, timeliness, costs 

Coordinator asks each participant to picture a "good" 
employee 

- Using 3x5 cards, ask participants to write, 

as many examples as possible, on things that a "good 
employee" did on the job, which made them think the 
employee was "good". 

- Collect cards 

Repeat for a "bad" employee. 

Repeat for an "outstanding" employee. 

Work group is dismissed while step IV is completed. 

4. Coordinator takes cards and: 

- reviews to assure each example meets quality guidelines 
for describing performance. 

- rewrites any which do not meet standard. 

- mixes all cards together. 

5. Coordinator reconvenes work group 

a. Using a large "flip-chart sized" sheet of paper, 
coordinator: 

lists KRA's/FRA's on the left hand side 
- lists five columns across the top 





OUUSl 


.diiujLiiy - 


- /UllSdl-J 


istacuoiry 






OUTSTANDING 


HIGHLY SUCCESSFUL 


SUCCESSFUL 


MARGINAL 


UNSATIS- 
FACTORY 


FRA 












FRA 












FRA 
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b. Coordinator reads each card out loud (one at a time) 

c. Group agrees on which KRA/FRA it best fits as an exan 

d. Group agrees on which performance level the card shou 
be assigned. 

Note: 



If 80% of the work group does not agree with what KRA's/ 
FRA f s or performance level the work example meets , the 
example is discarded. 



e. Ensure that all cards are reviewed. 

6. Complete the chart 

a. Eliminate duplication 

b. Look for gaps 

- if one of the KRA's/FRA's does not contain any or 
only a few work examples: 

1) Reconsider whether it is a KRA/FRA or part c 
another KRA/FRA 

2) If a KRA/FRA has no unsatisfactory or 
outstanding examples, ensure that the highly 
successful and marginal can be exceeded. 

c. Review chart for quality and agree on the changes. 

7. Use appropriate performance levels for EPAS and MPPAS . 
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1.47 
GROUP PERFORMANCE STANDARDS 



T ARE THEY? 

UP PERFORMANCE STANDARDS ( GPSs ).. .measure the acceptability of 
ults when more than one employee is responsible for the same 
put. 

o GPSs are not substitutes for individual standards 

o they do not affect summary ratings 

o they are not limited to the one year appraisal cycle 

o GPSs are used, in addition to individual performance 
standards , to motivate and reward joint endeavors 

o can cover any period of time (normally the length of a 
project) 

o can be applied to all sorts of work groups including: 
teams 

task forces 
organizational units 

P 1: DETERMINE THE END RESULT OF THE WORK GROUP 

same process for determining KRAs and FRAs are used to determine 
end result(s) of a group. The differences are: 

o the attainment of the common end result requires the efforts 
of more than one person 

o a GPS may only have one element 

P 2: DETERMINE HOW TO MEASURE YOUR END RESULT; 

low the process outlined under Step #2 of "Develop Performance 
ndards". 
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STEP #3: WRITE THE GROUP PERFORMANCE STANDARD 

Using the MPAS Matrix Performance Standard: 

1. Complete columns A-E with information from Steps #1 & #2 

2. Fill in boxes 0-10 of performance standard: 

a. starting level corresponds to a score of 3 

b. the score 10 represents the end result as completed 

c. scores 0-2 are optional and are completed at the 
discretion of the project officer 

d. boxes 4-9 are mini-objectives or partial completion 
totals 

3. At the completion of the project, the end result of the g: 
is recorded in Column G. 

4. The Performance Level (Column H) is the number 0-10 which 
end result corresponds to. 

STEP 4; TRACK THE GROUP PROGRESS 

Group progress totals should be posted publicly and on a regular 
(weekly if possible) basis. It can be done using: 

o charts 
o graphs 
o tally sheets, etc. 

STEP 5; ESTABLISH AN AWARD SCHEME 

o Before the group begins, establish an award scheme which 
all members are aware. Awards might include: 

- bonuses 

- special honor awards 

plaques, pins, tee shirts, coffee mugs, etc. 
a write up in Customs Today 

o Note the different awards for each level of accomplishment 
(Normally awards are only given for achievement levels at 
8-10. ) 
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1.48 
SELECTION 



Candidates are recruited using: 

o merit promotion procedures, or 

o alternate recruitment methods (i.e., reassignment, 
reinstatement, transfer, etc.) 

A list of the best qualified merit promotion candidates, as well 
qualified candidates under alternate recruitment methods, is sen 
the supervisor/manager by the staffing specialist, so that they 
choose which candidate to employ. This is making a SELECTION . 

STEPS IN MAKING THE SELECTION 

STEP 1; REREAD THE POSITION DESCRIPTION FOR: 

- tasks required 

- Knowledge, skill, and abilities (KSA's) 

STEP t2; REVIEW THE CANDIDATE'S BACKGROUND FOR; 

- experience 

- training 

- appraisal of performance and/or potential 

- verbal or written reference checks 

STEP #3: INTERVIEW ALL CANDIDATES 



This step is not mandatory, but is useful in: 

- determining possession of personal characteristics 
or work behaviors not rateable from application 
forms; and, 

determining relative merit and fitness of eligibles 
being considered for a position. 
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subject matter experts (i.e., present or former incumbents): 



o Outline hypothetical situations to be asked during the 
interview. 

o Write a set of standard, job-related questions for the 
KSA's being measured. 

o Conduct the interview, 
o Set candidate at ease. 

o Ask your planned question; probe for additional information, 

Examples : 



Can you explain that in more detail? 

Can you gave me an example of what you are saying? 

Can you explain the difficulty that you say you encounter- 
ed? 



o Ask same set of questions to each candidate. 

o Ask candidates how they would handle hypothetical situations, 
Note : 



You are not necessarily looking for proof of a right 
answer, but rather evidence of critical behaviors. 



Give the candidate a clear picture of what the 
organization is about and an accurate description of 
position. 

Give the candidate the opportunity to ask question about the 
interview and the selection process. 

Record responses and observations to question. 
Note : 



The recorded responses are important if you wish to 
support objections to the list of referred eligibles. 
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Remember: 



Questions should not be based on non-merit factors such as 
race, religion, national origin, age, etc. 

Avoid question requiring a yes or no answer. 
Avoid expressing value judgments in question. 

Make questions as straight-forward as possible. Avoid multi- 
part, complex questions. 

Try to obtain as many examples of behaviors as possible. Ask 
about things accomplished; actual experiences. 

Show interest by asking for clarification or elaboration. 



o Discuss candidate with other interviewers, if any. 
Note: 



Each interviewer should rate the candidate before discussion, 
Discussion can be opened by each interviewer stating their 



"score" 



STEP f4: MAKE REFERENCE CHECKS 



Reference checks, both verbal and written, are obtained 
from: 

- present and former supervisors 

- co-workers 

- subordinates, when appropriate 

- personal friends 

In order to: 

gather information on personal characteristics which are per- 
tinent to the job. 

verify work and/or training experience. 
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I 
I 



o Ask questions to increase your knowledge of the candidate's 

KSA' s and personal characteristics. 

o probe for actual work examples. 

o ask how the candidate dealt with a particular situation. 

o ask for candidate's strongest and weakest points. 

(You may use the Reference Check Form on Pages 97 & 98 to Pi 
guide you. ) 

i 



t5; USING THE INFORMATION YOU HAVE GATHERED , MAKE THE 
CTION. 
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REFERENCE CHECK 



NAME : 



DATE : 



POSITION BEING CONSIDERED t 
PERSON CONTACTED: 



DATES EMPLOYED WITH: FROM: 



_AGENCY:_ 
TO: 



1. In what capacity do/did you know him/her and for how long? 



2. What was his/her job title? 

What specifically did he/she do? 



3. How would you rate his/her overall performance? 



4. How would you rate his/her supervisory abilities? 



5. Creativity?/Or iginality?_ 



6. Work independently? 



7. Did peers respect him/her? 



8. How does he/she get along with others? 



9. Were there any circumstances surrounding his/her leaving? 
Probe/ if yes 



10. Would you rehire him/her? 



JEf not, why?_ 



11. What were his/her strong points? 



12. Are there any negative aspects or weaknesses? 
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(Reference Check Page 2) 



Describe prospective position for which candidate is being_ 
considered. Would you recommend him/her? 



How would you rate his/her performance or potential for the 
following knowledge, skills, and abilities (KSA's) 

1. KSA: 



2. KSA: 



3. KSA: 



4. KSA: 



5. KSA: 



Any other comments? 
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Feedback may result in increases of performance varying 

from 10 to 30% 

Pub 1 i_c Prod net i y i t y Re v i e w , M a r / J u n 1982 



-99- 



2.1 
PERIODIC PERFORMANCE FEEDBACK 



FEEDBACK is not an end in itself, it is any information received i 
individual that indicates the correctness, accuracy, or adequacy < 
past performance. 

OBJECTIVES OF PERIODIC FEEDBACK ARE TO: 

1. Allow open discussion about a specific problem area that 
be faced. 

2. Provide timely feedback on performance. 

3. Clarify any misunderstanding. 

4. Change or redirect behaviors that are unsatisfactory and 
reinforce behaviors that are satisfactory. 

5. Openly express interest in employee's performance. 



The principle question to answer before giving feedback is: : 
the employee more likely to produce more of the desired behav: 
than before? 



STEP tl: PREPARE TO BE ABLE TO GIVE FEEDBACK BY LEARNING THE KEY 
INTERPERSONAL SKILLS (see Pages 119-123) 

o Crediting 

o Clarifying and Confirming 

o Constructive Criticism 

o Building 

o Managing Differences 

Create an environment in which observation of subordinate's behav: 
is not only tolerated but desirable. 

Using the interpersonal skills indicated above , the supervisor wi! 
able to: 

o Set expectations, goals and objectives with all subordina^ 
on an ongoing basis. 

* Reprinted with the permission of Xerox Learning Systems from the 
Interpersonal Managing Skills program. Copyright @1979 Xerox 
Corp. All rights reserved. 
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o Provide new feedback when the situations change. 

o Maintain a system in which feedback is given for all phases 
of work. 

o Clarify with subordinates their opportunity for advancement 
within the organization. 

o Point out strengths and weaknesses of a subordinate as it 
relates not only to a present position but other desired 
positions as well. 

o Attempt to work out a plan with each employee as to where ar 
when various skills might be measured. 

o Set about to observe subordinates on a continuing basis, 

always supplying feedback in as positive a way as possible 

after each observation opportunity, as opposed to waiting fc 
a formal occasion. 



STEP 2; MAKE, DOCUMENT AND ANALYZE OBSERVATIONS OF PERFORMANCE 
o Observe performance for: 

1. accomplishments against performance standards 

2. use of required job skills 

3. information regarding potential 

4. any other reason which may impact end-results 

Potential Observation Opportunities 



vacation relief, illness relief and acting assignments 

place employees into project teams, instructor roles, situations 
in which they make presentations or positions in which they may 
conduct staff meetings 

use job rotation and job movement in a planned way to enhance 
development 

search day to day operations for opportunities to test and 
develop subordinates 

observe the goal setting appraisal and counseling meetings of 
your subordinates with their subordinates 
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o Document performance regularly (see Page 125 for documentation 
form) . 



Make observations , not inferences. Record what actually 
occurred and not what your impressions were about the 
occurrence. See "Differentiating Between Inference and 
Observation" on Page 124. 



Analyze the performance 

Skill Application 
^~~^~^-^ 

Performance 
observed/ 

suggestions 
received 



Yes 







X 


Confirm your 
understanding of 
what and why 





you 

understand 
"what" and 
"why" 



Change 



o you want 

^ "maintain or enhance 
performance or suggestion, 
or do you want to 
change it 



Clarify 
what and why 



Maintain/ 
Enhance 



Constructively 
Criticize to 
maintain merits 
and eliminate 
concerns 



Manage Differ- 
ences if there's 
conflict with 
your goals and 
priorities 



Credit if 

-exceeds standards 
-consistently meets 

standards 
-meets standards 

not usually met 



Build to 
increase 
usef ull- 
ness of 
idea or 
suggestion 



If the problem is not critical to the job, don't bother with it. 
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t2 CONTINUED 
fZING AND REACTING TO UNDESIRED JOB BEHAVIORS AS YOU SEE THEM 

o Approaches and concepts 

1. Undesired behavior occurs because: 

the performer doesn't know better, or 

the performer has "learned" that the behavior is 
somehow rewarded. (Don't assume you always know 
what's rewarding to an individual.) 

Your job is to determine which cause applies and to take 
the appropriate action to eliminate the undesired behavior. 

2. Undesired behavior can be controlled through punishment 
or disciplinary actions. However, punishment has some 
drawbacks: 

- its effective only when consistently applied. Such 
consistent application may require more extensive 
monitoring on your part than you can or want to 
provide. 

~ punishment often has side effects that are hidden 
and delayed. Performers try to evade the monitoring 
system and usually succeed. An atmosphere of "one 
side against the other" is fostered. Such side 
effects, because they're delayed, will be difficult 
to trace back to the original punishing episode. In 
these situations problems seem to develop without 
apparent cause. 

3. Therefore, use a "power" approach such as punishment as 
little as possible. It's better to rely on need- 
satisfying strategies. 

4. Consider the possibility that undesired behavior helps 
the performer meet a need in a way you haven't noticed. 
Unnoticed rewards may reward undesired behavior (i.e. 
satisfaction of a social need for attention, the need 
for achievement, the need for greater challenge). 

You may be able to control the behavior by removing 
the reward or by arranging for a more positive way for 
the need to be met. 
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Crediting 

1. Credit the opposite, positive behavior, thus crowding 
out the undesired behavior. 

For example, if you credit (in abbreviated form) positive 
comments a subordinate makes in meetings, the frequence of 
positive comments will tend to increase, thus decreasing 
the frequency of negative comments. 



2. Be sure your credits are specific enough to avoid 
rewarding undesired behavior. 

For example, merely telling someone he or she is doing a 
"good job" can inadvertently reward all aspects of perfor- 
mance, good or bad. 



Clarifying and Confirming 

1. Don f t assume you know the causes of the undesired be- 
havior. Clarify and confirm to determine if the 
behavior is caused by: 

a lack of knowledge or feedback (see Constructive 
Critizism below) . 

- a difference in goals or priorities (see Managing 
Differences below) . 

2. Chronic undesired behavior is most likely to occur 
when the performer doesn't identify with the organ- 
ization (i.e. feels the organization is hostile or 
indifferent to his or her needs) . 

Clarifying and Confirming, when used regularly, help 
carry the message that you consider the performer part 
of the team: I'm listening. What you say is important. 
For this to work, your assumption of value must be genuine, 



Constructive Criticism 

1. When an undesired behavior is caused by a lack of 

knowledge or feedback, the itemized response can provide 
information as to: 

- what behavior is acceptable 

- what the negative results are (to the performer 
and others) of the undesired behavior 
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2. Suggestions offered should work toward: 

preventing the undesired behavior from occurring 

removing unintentional rewards for the undesired 
behavior 

substituting positive behavior that can be credited, 

o Managing Differences 

1. When the undesired behavior occurs because of a 
difference in goals and priorities, stating what's 
important to both parties: 

- enables you to uncover needs and attitudes of the 
performer that he or she feels aren't met by the 
organization 

enables you to understand the unintentional 
reward(s) the performer is receiving for the 
undesired behavior 

- shows the performer how his or her needs can be 
met through organizational goals 

2. Managing differences that lead to undesired behavior 
may at times mean telling a performer that certain 
needs can't be met at this time, or at this job, and 
why. 



fZING AND REACTING TO DEFICIENT PERFORMANCE AS YOU SEE IT 
o Approaches and Concepts 

1. Your overall strategy should be to find ways to expand 
the positive aspects of performance rather than to try 
to stamp out the deficiencies. 

2. Improving the feedback is usually the most important 
element of any performance improvement strategy: 

- Constructively criticize frequently and as soon as 
possible after deficient performance occurs. 

Find opportunities to credit more frequently 

3. Past deficient performance is important only because 
it provides guidance for future actions. Focus 
discussions on future actions, not past mistakes. 
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Don't judge performance only on pass/fail basis. 
Work can be deficient, yet the performer may have 
completed 90% of the work correctly. Preserving the 
good parts is crucial if correcting deficiencies is to 
result in performance gains. 



Crediting 

1. Recognize the positive aspects of performance and 
credit them: 

did it better than last time 

- did part of it well 

- tried very hard to do it 
asked for help 

- admits he or she has a problem 

This doesn't mean that you approve of the deficient per- 
formance, only those parts done well. 



2. When part of the work is done well (or during those 

times when work was done well) your credit reaffirms the 
standard. 



Clarifying and Confirming 

1. Clarify and Confirm: 

what the performer knows about the parts of perfor- 
mance that were deficient 

why performance was substandard 

Don't assume you know the reasons. If you see neither merit 
nor conflicting priorities, you can be certain you don't un- 
derstand the what and why of the deficient performance. 

2. Clarify and confirm to determine if performance is 
deficient because of: 

lack of knowledge or feedback (see Constructive 
Criticism on the next page) 

conflicting goals or priorities (see Managing 
Differences on the next page) 
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o Constructive Criticism 

1. When deficient performance is caused by a lack of 
knowledge or feedback, the itemized response is a 
positive way to compare the performer's work 
(mentioned in the merits) to the standard (mentioned : 
the concerns ) . 

2. Specific, immediate, and extensive feedback concerning 
deficient performance usually produces dramatic impro\ 
ment in subsequent performance. The itemized response 
enables you to give such feedback more freely and 
precisely. 

o Managing Differences 

If deficient performance is caused by a conflict with the 
organizational priorities (e.g., performer would prefer to be 
doing something else or work a different way) , exploring the 
difference and seeking alternatives may make it possible for be 
sets of priorities to be met. Your interest in the performer '< 
needs may lead to his or her greater interest in your needs. 



ANALYZING AND REACTING TO AVERAGE PERFORMANCE AS YOU SEE IT 



o Approaches and Concepts 

1. "Average" is often a misnomer, resulting from not 
looking at specific aspects of performance. 

To avoid this, don't balance good performance in one 
area (or good performance during one time period) 
against substandard performance in another. A careless 
manager may call such performance "average". A perceptive 
manager will see the fluctuations. 

All performance fluctuates significantly. Your job is to 
increase the frequency of positive fluctuations. 

2. The unspectacular performer may have been "taught" 
long ago that it doesn't pay to excel. 

Remember, environments can teach and the performer may ha* 
learned from past environments that there is no desirable 
outcome for superior performance. 

Your job is to be sensitive to any "bad teaching" and to 
counteract it by enabling the performer to see the result; 
of superior effort or to accomplish more than ever before 
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iting 

Credit those occasional improvements in performance 
(positive fluctuations). Watch closely for them (see 
Clarifying and Confirming below) and use opportunities 
to credit. 



Credit attempts at improvement. 

reiving a credit is a positive outcome of attempting 
tter performance. Use it to overcome "bad teaching" 

Credit in a positive way to communicate your 
standards. Providing credit for meeting a standard 
rewards the performer and reaffirms the level of per- 
formance you expect. 



ifying and Confirming 

Ask frequent questions about the work and clarify and 
confirm extensively. This shows your interest in the 
level of performance and will help you spot oppor- 
tunities to credit. 



Resist the impulse to reject the ideas of the 
performer. It costs you nothing to assume value. 



"average" 



Clarify and confirm: 

Find out why performance fluctuates. Both you and 
the performer may be surprised at what you find. 
Perhaps you can uncover conditions or situations 
that positively or negatively affect performance. 

- Try to find out the performer's expectations about 
outcomes of superior performance. "Bad teaching" 
may be responsible for the failure to excel. 



Clarifying and confirming might reveal that the failure 
to excel is caused by a lack of knowledge or feedback 
(see Constructive Criticism on the next page) or by a 
difference in goals and priorities (see Managing 
Differences on the next page). 
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Constructive Criticism 

1. Using an itemized response, provide feedback, and 
additional information on the weaker aspects of perfc 
mance. Frequently, itemized feedback improves 
performance dramatically. 

2. Invite/make suggestions on how to repeat good perfor- 
mance and improve deficient performance. These 
suggestions may also deal with how to reward/recogni/ 
good performance and how to arrange for better feedbc 



Building 

1. An idea from an "average" performer should be regard 
as a positive fluctuation in performance. Build on i 
to acknowledge its value and to demonstrate that gooc 
performance is recognized. 

2. Building helps overcome "dad teaching" about the out- 
comes of contributing. 

On the other hand, taking an idea without acknowledging t 
connection teaches the performer that extra effort is ex- 
ploited but not recognized. 

Building implies a climate of "helping each other towards 
excellence . " 



o Managing Differences 

1. Managing differences: 

shows concern for the performer's needs 

encourages the performance to show concern for yc 
needs (and those of your organization) 

2. Clear statements of what is important to both 
parties can enable: 

you to uncover attitudes that hinder performance 
( "bad teaching" ) 

- the performer to examine his or her needs and ex- 
pectations in light of management's goals and 
priorities 
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LNG AND REACTING TO INNOVATIVE BEHAVIOR AS YOU SEE IT 
Approaches and Concepts 

*p these three points in mind when reacting to innovative 
lavior: 

1. It's the only way improvements in procedures and methods 
are discovered. 



2. It occurs where ideas are nurtured and shared. 

Innovation isn't always successful. In reacting 
to it, distinguish between the intent behind the 
activity (which you want to encourage) and the 
end results (which may be less than acceptable) . 

If you punish or react negatively to an attempt to 
find a better way, you teach the performer one 
lesson. . .don 1 t try new things. 



3. It's only a problem when not managed. 

Remember, it's far easier to "tone down" an innovative 
performer than to get innovative behavior from an indiffer- 
ent or cynical one. 



Crediting 

1. Crediting specific innovative and resourceful activities 
often leads to more of the same activities in the 
future. Consider mentioning personal qualities such as 
creativity, inventiveness , resourcefulness . 



A frequent on-the-job result of innovative behavior is 
failure. If you want attempts at innovation to con- 
tinue, you may have to offset this natural punishing 
outcome by crediting the intent behind the action since 
you can't credit the results. 

Similarly, even successful innovative behavior may not 
bring immediate positive outcomes to the performer. 
You can offset this by crediting. Your credit can 
bridge the time gap between the innovative work and 
the delayed, positive outcomes. 
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o Clarifying and Confirming 

1. When innovative behavior has negative results: 

Beware of the impulse to reject the attempt with- 
out first clarifying and confirming. 

- Clarify and confirm why to identify the intent 
behind the action. Don f t assume you know this. 
Say something like: "It seems as if you were try: 
something new. Could you help me understand youi 
aim?" 

Clarify and confirm to determine if negative re- 
sults were caused by errors in judgment or lack c 
knowledge (see Constructive Criticism below) or 1 
cause of a difference in goals and priorities (sc 
Managing Differences below). 

2. If you don't see signs of innovation or inventiveness 
a performer, perhaps you're not probing for it when > 
clarify and confirm. 



o Constructive Criticism 

1. When innovative behavior isn't acceptable because of 
lack of knowledge or feedback, use constructive 
criticism. The itemized response provides specific 
information to the performer so that future attempts 
innovation can be more successful. 



2. Even if the results are totally negative, there is 

always merit in a well-meaning attempt at innovation; 
for example, extra effort, a perception of oryanizat: 
al needs, good intentions. These merits should be nu 
tioned in an itemized response. 

o Building 

To improve the ideas behind innovative behavior: 

1. Show a connection between the other person's idea an< 

what you're about to say. The orginal idea might noi 

have been stated but only implied by what the person 
did. 
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2. Add value by specifying: 

- slight modifications 

- additional benefits 

- other applications 

a more effective way to realize original intent 



3. Check back to make sure you haven't ignored or dis- 
torted the person's original intent. 



:> Managing Differences 

3ome forms of innovation will not be welcome. When a perfor- 
ner's priorities result in innovative behavior that conflicts 
your priorities, manage the difference. 

1, Stating what's important to both parties: 

enables you to understand the performer's intent 
(which you may credit if appropriate) 

- is a positive way of dealing with any problems 
created by the innovation. 



2. Inviting alternatives and temporarily altering re- 
strictions: 

- allows you to demonstrate that innovation is de- 
sireable and that you're open to other innovations 
that don't conflict with your priorities 

- may enable you to come up with a solution that 
meets your priorities as well as the performer's 
priorities. 



I ING AND REACTING TO SUPERIOR PERFORMANCE AS YOU SEE IT 



:> Approaches and Concepts 

1. Good performance when credited, tends to occur more 
frequently; when ignored, it tends to occur less 
frequently. 

2. Don't neglect to give constructive criticism to further 
improve performance. Too often the superior performer 
doesn't receive criticism. 
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o Crediting 

1. Don't fall into the trap of taking superior per- 
formance for granted. Make sure that the superior per- 
formance leads to satisfying outcomes for the performer, 

2. Credit often but not for everything. Be sure to credit 
for improvement. 

3. For maximum impact on performance, credit immediately, 
or as soon as possible. 

4. When possible, credit the individual, not the group, 
o Clarifying and Confirming 

Clarify and confirm what and why ; 

- recognizes good performance further by showing interest 
(it's rewarding for a performer to talk about success.) 

- may enable you to learn more about the causes of good 
performance; what you learn may help you improve per- 
formance of others. 

o Constructive Criticism 



1. By crediting often, you create an atmosphere where 
constructive criticism is more easily given and 
accepted. 



Very specific itemized responses ensure that the over- 
all merits are retained while concerns are dealt with, 
When criticizing superior performance, make sure that 
suggestions for improvement don't overshadow the over- 
all assessment. 



o Building 

Increase the usefulness of the ideas behind performance in a way 
that further recognizes and rewards good performance: 

1. When the idea behind someone's performance can be used 
elsewhere, show the connection. 

2. When you want to suggest improvements to the ideas 
behind the performance, build. 
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TEP *3; GIVE THE FEEDBACK 

types 



VERBAL * 
WRITTEN 
SELF-RECORDED 



RBAL (Supervisory/Employee Feedback Session) 

;T INFORMAL TONE 

o Conduct small talk, for example: 

- Ask how family is getting along 

- Comment on current news events 

- Ask about local community events 

o Smile and joke if appropriate, and can be done at ease. 

o Compliment employee on recent job related personal achieve- 
ment. 

o Offer employee something to drink (e.g., coffee, tea, or a 
cold drink) . 

o Move to more informal setting away from "across the desk" 
interaction (e.g., conference table, couches, etc.) 

o Thank employee for taking the time to talk with you. 

ARIFY DISCUSSION PURPOSE 

o State that you are concerned about the employee's 
performance in a particular area(s) 

o State that the purpose of this discussion is to let the 

employee know of your concern, find out the employee's 

reactions and discuss specific solutions and actions to 
remedy this situation. 

o State specifically the area(s) that concern you. 

o Tell the employee why there is a need for improved per- 
formance in this area(s). 

o Explain how improved performance benefits the employee and 
the organization. 

Basic text taken from training program developed by Assessment 
signs Inc., Orlando, Florida, entitled "Managing Human Performance" 
is is one of the programs conducted by the Customs Service for 
.nagers. 
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o Tell the employee that the purpose of your discussion is 
to help improve his/her performance. 

o Tell your subordinate that not only do you want to state yen 
observations but also to mutually discuss and agree on sol- 
utions to the problem. 

o Indicate how you would like to proceed. 

o Ask the employee if he/she has any questions about the pur- 
pose of the discussion. 

o Ask employee if he/she has any questions about the directior 
the discussion will take. 

o Incorporate the employee's suggestions and revise the dis- 
cussion procedure as appropriate. 

DISCUSS RELATIONSHIP BETWEEN OBSERVATIONS AND OBJECTIVES 

o Restate the particular performance area that you want to foe 
on. 

o Provide the employee with your specific observations of wher 
his/her performance in this area has been below satis- 
factory. 

o Support each observation you give with specific behavioral i 
cidents or events (e.g., refer to notes you have taken; in- 
dicate precise times, dates, and other people involved). 

o Ask the employee if he/she recalls the situations you have 
noted (if not, provide more detailed information about your 
observations) . 

o Indicate the relationship between your observations and the 
job objectives you mutually agreed upon. 

o Specifically illustrate how the performance problem appears 
be impacting the accomplishment of the relevant objectives. 

o Ask the employee if ne/she has noticed that certain objecti^ 
were not being met or might not be met if performance con- 
tinues at the current level. 

o Ask the employee if he/she agrees with your observations anc 
the need for improving performance. 

o Ask employee to explain reasons for disagreeing with your 
observations . 

o Reach agreement on the need for improving performance. 

o Ask the employee for, and answer, any question on either th< 
purpose of the discussion or direction it will take. 
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<: FOR AND DISCUSS SOLUTIONS 

o Ask employee what suggestions he/she has for dealing with the 
problem area. 

o Focus the employee on what he/she can do specifically to help 
the problem rather than what others can do. 

o React to the employee's suggestions by reinforcing those you 
believe to be pertinent, realistic, and actionable. 

o Explain to the employee any objections you may have to his/ 
her suggestions offered. 

o Offer suggestions for solving the problem. (These should be 
planned prior to the meeting if possible, but should be 
flexible) . 

o Ask the employee to which of the suggested solutions he/she 
feels will work best. 

o Agree on the solutions discussed. 

rUALLY AGREE ON NECESSARY ACTION 

o Ask the employee to suggest specific steps that he/she would 
like to take. 

o React to the employee's suggested actions by agreeing or disa- 
greeing with them depending on how well you feel each will 
yield positive end results. 

o Suggest any other specific steps that the employee did not 
mention but which you feel would be effective. 

o Ask the employee to comment on your reactions to his/her 
steps and your own suggestions. 

o Summarize the steps that have been discussed. 

o Agree on actions which both of you feel are necessary for im- 
proved employee performance. 

o Ask the employee to list the final actions agreed upon. 

o Check to make sure all concerns or issues have been discussed, 



PRESS CONFIDENCE IN EMPLOYEE AND SET A REVIEW DATE 

o Tell the employee you are pleased with the way the session 
went. 
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o Tell the employee you appreciate his/her cooperation in de 
termining the best approach to the problem. 

o Tell the employee you are expecting to see him/her make 
rapid improvement . 

o Tell the employee to be sure to come to you with any prool 
encountered in carrying out the agreed upon actions. 

o Indicate that you would like to review the employee's prog 
within a specified time period. (This would depend on nat 
and seriousness of problem) 

o Suggest a specific date, time and place for this review. 

o Ask the employee if there are any objections to the review 
date you've offered. 

o Agree on a date for review. 

o Write down on your calendar when the review date will be 
and make sure the employee does the same. 

o Re-emphasize the fact that your door is open if the employ 
needs to discuss anything about the job. 

o Thank the employee for contributing to a productive meetin 

WRITTEN FEEDBACK 

Types include: 

o trend charts 

o letters of appreciation/reprimand 

o public posting of results (often a graphical display which 
quantifiable performance measures are charted over time) 

o memos 

o newsletters 

o evaluations 
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RECORDED FEEDBACK 

o tick sheets 
o graphs 



Advantages 



High degree of employee participation. 

Applicable to situations in which employee not closely 
supervised. 



Disadvantages 



Employee subversion. 

Cost of devising an independent procedure for assessing 
reliability of data. 
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2.11 * 
INTERPERSONAL MANAGING SKILLS 



THERE ARE FIVE INTERPERSONNEL MANAGING SKILLS: 

o CREDITING o BUILDING 



o CLARIFYING AND CONFIRMING 
o CONSTRUCTIVE CRITICISM 



O MANAGING DIFFERENCES 



THE WHAT, WHEN AND HOW IN CREDITING: 



o WHAT ...Crediting is the skill of giving recognition to pe 
whose performance helps you achieve your objectives 

An effective credit provides information that helps a pers 
maintain adequate or superior performance and motivates pe 
to meet or exceed your standards. 

A credit can be spoken or written; a credit can be planned 
given on the spot. 



o WHEN ...You give a credit when the work of someone whose 
performance matters to you: 

- exceeds standards 
consistently meets standards 

- meets minimum standards not usually met by that perso 



o HOW ...study the following example of a credit: 



The Credit 


Crediting Elements 


I want you to know how useful 
last week's safety report was , Joe. 


general reference 


In addition to reporting the 
week's accidents/ you noted safety 
hazards and suggested some ways to 
prevent accidents . 


specific examples 


Because you took this initiative, 


personal quality 


we may be able to cut insurance 
as well as head off some accidents. 


resulting benefits 



^Reprinted with the permission of Xerox Learning Systems from the 
Interpersonal Managing Skills program. Copyright @1979 Xerox 
Corp. All rights reserved. 
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E WHEN AND HOW IN CLARIFYING AND CONFIRMING 

o WHEN ...You'll make a decision based on the information, 
opinion, or suggestion offered 

and/ or 

your immediate impulse is to reject, ignore, or disagree with 
what you are hearing 

o HOW 

1. Clarify by seeking additional information about: 
what has been said and/or wiiy 

2. Confirm by stating your understanding of: 
what has been said and/or why 

E WHEN AND HOW OF CONSTRUCTIVE CRITICISM 

o WHEN ...you want to change someone's performance or suggestion 
...you've confirmed your understanding of the performance or 
suggestion 

o HOW 

1. Give an itemized response: 

specify the merits 

"What I like about your plan is..." 

"The good points about what you did are..." 

"I particularly liked..." 

The things you should keep on doing are... 

That would help because... 

specify your concerns 

- "What concerns me is..." 

"These are the things that could still be 
improved. . , 

"These are the things that still need work, though 


2. Identify ways to retain merits, eliminate concerns: 
invite/make suggestions. . .give/invite reactions 

3. Summarize suggestions/steps agreed to 
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THE WHEN AND THE HOW OF BUILDING 

o WHEN ...you see a way to increase the usefulness of an idea 



HOW 



1. Acknowledge the connection between the other person's 
idea and what you're about to say 

2. Add value to the original idea by specifying 
Ways to add value Example 



slightly modify the 

the idea to make it more 
useful 



Recognize additional 
benefits of the or- 
iginal idea 



Cite other appli- 
cations of the original 
idea 



Find a more effective 
way to realize the 
original intent 



"What if we changed your 
plan just a little by havin 
the installers get that in- 
formation when they set up 
the equipment?" 

"In addition to helping 
our agents identify pro- 
spects , your idea would als 
meet our needs for better 
record keeping." 

"That idea of yours will al 
help me handle a problem I 1 
been having with our 
suppliers . " 

"Your idea makes me think c 
another way we could solve 
the problem. We could pri 
up some wallet-sized fact 
sheets for reps to carry 
around. " 



THE WHEN AND THE HOW OF MANAGING DIFFERENCES 

o WHEN ...you've confirmed that a difference exists between 
your priorities or objectives and those of someone whose 
work you depend on 

you're willing to consider alternatives 



HOW 



1. Explore the difference (state/check what's important); 
temporarily alter restrictions 

2. Invite/suggest alternatives 

3. End the discussion (acknowledge the other person's ric 
to differ). Explain what you've decided and why. 
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2.2 
REVISED GOALS 



.eview of performance, elements and standards may occur at 
nytime; Customs policy requires formal reviews at mid-cycle. 



ARATIQN 

1. Schedule the session (date, place and time) 

2. Notify the employee by written memo of purpose/ date 
and time for the session. 

- Give employee lead time of 5 to 10 days 

- Ask employee to review objectives and not 
accomplishments 

- Ask employee to review standards or milestones 
or possible changes due to: 

1) organizational priorities which have changed 

2) deadlines which have been shifted 

3) immediate priorities 

4) impact of other employees on employee being rated 

5) number of employees working on a project 

6) clarification of organizational policies and 
procedures 

7) organizational stability 

8) uncertainty about what task is most important 

Thoroughly review the employee's performance data 
Past evaluations 

- Elements and standards 

- All documentation on performance observations 
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4. Summarize data 

- Note improvements and direction of progress 

Note areas where further improvement is necessary 

- Note accomplishments 

- Prepare documentation to be used in support of your 
ratings 



Customs policy requires a brief narrative be written on each < 
the elements in the performance standard for mid-cycle review; 
However, no summary rating is to be noted. 



5. Pre-plan for the session 

- No phone calls or interruptions 

- Have all data organized and easily available 
Review critical discussion steps 

SUPERVISORY/EMPLOYEE COMMUNICATIONS 

(Same as 3.0 (pages 127-132), except parts concerning a summ< 
rating are to be ignored. ) 

WRITE MID-LEVEL PERFORMANCE REVIEW (CUSTOMS FORM 188A) 

o Write review immediately following the discussion 
o Send copy to the employee 
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DIFFERENTIATING BETWEEN INFERENCE AND OBSERVATION 

=> basis of errors made in rating employees' performance lies in the 
zt that the raters are unable to, or simply fail to, distinguish 
tween inferences and observations. Let's examine the difference: 

Examples of inferences and observations: 



Observation: John fell asleep during the presentation. 
Inference: John was bored with the presentation. 

Observation: Dale's report contained no mispelled words. 
Inference: None of the staff can spell. 

Observation: The inspector took the $100.00 bill and put it 

in her purse. 
Inference: Women inspectors are always taking bribes. 

Observation: Mary always arrives at her desk before 8 a.m. and 

leaves after 5 p.m. 
Inference: Mary is always trying to improve her performance 

by arriving early and leaving late. 

Observation: Mr. Smith said to Bob in a loud voice, "Finish 

this report". 
Inference: Mr. Smith doesn't like Bob. 



SERVATIONS. . . .are what we can see or hear in the behavior of em- 
oyees. Observations, made by a supervisor, form an important part 

the rating process. Research has shown that observations, if dis- 
ssed with the subordinate in performance feedback sessions, actually 
prove performance. Observations, therefore, are an essential 
ement in the feedback and rating process. Accurate observations, re- 
vant to the subordinate's job performance, are legally defensible 
d serve to support the actions taken by the rating supervisor. 

FERENCES. . . .are interpretations of the employee behavior we have 
en or heard. Inferences are often judgmental (in terms of good or 
d, right or wrong, nice or not nice) statements about subordinates 
ich may or may not be true, fair, relative, or important, 
ferences are basis for many disagreements and hard feelings, 
ferences are not legally defensible. When made, either orally or 
itten, often weaken rather than support the supervisor's position 
lative to the performance being appraised. Inferences are the basis 
many rating errors. 

Suggestions for reducing rating errors relating to inferences: 



Observe job performance behavior. Document accurately what you 
see and under what conditions. Review instructions given. 
Discuss observations made with your subordinates in a informal 
manner (using specific examples) , then allow them to respond. 
Listen closely to their side of the story. Then, provide your 
comments . 
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Portions of this material were adapted 
from the Managing Human Performance 
training program with permission from 
its author, Assessment Designs, Inc., 
Orlando , Florida. Reuse, reproduction, 
or resale of these materials for any 
purpose other than that related to the 
Customs Service's RBPM Handbook is pro- 
hibited by domestic and international 
copyright laws* (5) ADI, 1984 
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3.0 
PERFORMANCE APPRAISAL 



SIX OBJECTIVES OF APPRAISING PERFORMANCE 



1. To review overall job performance over a specific time 
period. 

2. To measure progress made toward achieving objectives and 
expectations. 

3. To discuss and understand evaluation and ratings of 
subordinate's overall performance. 

4. To express continued interest in the subordinate's 
performance . 

5. To set the stage for reestablishment of job objectives and 
expectations. 

6. To lay the foundation for personal and career development. 



PREPARATION 

1. Schedule the session (date, place and time) 

2. Notify the employee by written memo of purpose, date r plac< 
and time for the session. 

- Give employee lead time of 5 to 10 days 

- Ask employee to review standards and rate self (also 
rate skills if appropriate) 

3. Thoroughly review the employee's performance data includin* 

- Past evaluations 

- Elements and standards 

All documentation on performance observations 

4. Summarize data, rate employee performance, and draft 
performance appraisal 

Note improvements and direction of progress 

Note areas where further improvement is necessary 

* Basic text taken from training program developed by Assessment 
Designs Inc., Orlando, Florida, entitled "Managing Human Performanc 
This is one of the programs conducted by the Customs Service for 
managers. 
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Note accomplishments 

- Prepare documentation to be used in support of your 
rating 



Customs policy requires that a brief narrative be 
written for each of the elements in the performance 
standard. 



Get your supervisor's approval for summary rating 

5. Pre-plan for the session 

no phone calls or interruptions 

have all data organized and easily available 

- review critical discussion steps 

PERVISORY/EMPLOYEE DISCUSSION OF PERFORMANCE 

at a check next to each substep you decide to use or go through) 

o Conduct small talk f for example: 

- ask about family 

- comment on current news events 

- ask about local community events 
o Smile, be at ease yourself 

o Compliment employee on recent job related or personal 
achievement 

o Indicate you have been looking forward to the session 

o Offer employee something to drink (e.g. coffee, tea, or a 
cold drink) 

o Tell employee to make him/herself comfortable 



PURPOSE AND DIRECTION OF DISCUSSION 

o State that the purpose of this discussion is to review 
the employee's overall performance during the most recent 
review period (e.g. six months, one year, etc.) 

o State specifically what period of review the discussion will 
cover (e.g. Jan 1 - July 1, etc) 
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o Indicate what will be discussed and how you would like 
to proceed. 

o Tell the employee that you want to provide constructive 

feedback during the session and plan to use specific perfor 
ance incidents to support your evaluations. 

o Indicate that this performance review will focus on the 
objectives and expectations that were set at the beginning 
of the review period (state date). 

o Indicate that you expect the employee to contribute to the 
discussion by not only responding to your comments but also 
mutually discussing areas of concern. 

o Ask the employee for, and answer, any questions on either t 
purpose of the discussion or your suggested procedure. 

REVIEW PERFORMANCE OBJECTIVES 

o Ask the employee to restate the performance objectives 
previously established. 

o Remind the employee, if necessary, to cite the expectations 
you established regarding the accomplishment of each 
objective . 

o Add, as necessary, any objectives and/or expectations omitt 
from employee's list. 

ASK EMPLOYEE TO DESCRIBE OVERALL JOB PERFORMANCE 

o Ask employee to state the number and/or phrase (used in 
the appraisal system) that he/she feels best characterized 
his/her overall job performance during the most recent revi 
period. 

o Ask the employee to support this overall evaluation based o 
not only the level of accomplishment of his/her job 
objectives, but also the manner in which each was met (or n 
met) . 

o Remind the employee, when necessary, to refer to specific b 
havioral incidents in offering support for his/her evaluati 

GIVE YOUR OVERALL EVALUATION 

o State the number and/or phrase (used in the appraisal syste 
that conveys your overall evaluation of the employee's job 
performance. 

o Relate your evaluation to the accomplishments of the agreed 
upon job objectives. 
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o Provide inputs regarding the relationship between your ex- 
pectations for performance and your overall evaluation. 

o Provide specific behavioral support for your evaluation by re- 
lating incidents or events related to employee's performance. 

o Provide both positive and negative examples of performance or 
behavior to support your overall evaluation. 

o Focus specifically on those incidents or events that differ 
from those mentioned by the employee. 

o Explain why you reached your conclusions as it relates to the 
employee's explanation for his/her own evaluation. 

kLLY DISCUSS AND REACH AGREEMENT ON EVALUATION 

o Ask the employee for his/her reaction to your evaluation. 

o Ask the employee to indicate that part of your evaluation 
with which he/she agrees and disagrees. 

o Probe the employee for specific support of his/her disagree- 
ments with your evaluation. 

o Focus on those areas for which there is disagreement. 

o Elaborate or reiterate on your behavioral support previously 
offered for your evaluation. 

o Encourage the employee to relate his/her own evaluation to the 
accomplishment of the agreed upon job objectives and 
expectations . 

o Ask the employee- if he/she feels there were certain 

extenuating circumstances that either helped or hindered per- 
formance, but which have not been addressed before. 

o Discuss the relevance of any extenuating circumstances 
mentioned by the employee to on- job performance. 

o Relate your assessment of the employee's skills, knowledges 
and abilities to your overall evaluation. 

o Ask for the employee's agreement on your evaluation. 

o Summarize by focusing on both the employee's major strengths 
and weaknesses. 

o Indicate that the employee should concentrate on improving 
his/her weaknesses and should take advantage of his/her 
strengths. 
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o Maintain your position even in the face of opposition 

by the employee, but attempt to get the employee to accept 
your reasons. 

o Move on to your concluding comments only after you are con\ 
ced the employee is willing to accept your overall evaluati 

EXPRESS CONFIDENCE IN EMPLOYEE AND SET DATE TO REESTABLISH 
OBJECTIVES. 

o Tell the employee you are pleased with the way the session 
went. 

o Indicate that you appreciate the contribution the employee 
made to the discussion. 

o Indicate to the employee that you are certain he/she will c 
tinue to maintain his/her performance strengths (mention 
these) . 

o Indicate to the employee that you are pleased to have him/h 
working for you and look forward to your future working 
relationship. 

o Indicate to the employee that he/she should feel free to cc 
in and talk with you about his/her job anytime he/she wishe 

o Indicate that to close the appraisal system loop, the next 
step will be to reestablish job objectives for the next per 
fornaance period (state what this period is). 

o Indicate that you would like to discuss and establish these 
new objectives within the next few weeks. 

o Tell the employee to begin thinking about the job objective 
he/she feels should be established for the next performance 
period. 

o Offer a specific date, time, and place for this review. 

o Ask the employee if there are any objections to the review 
date you've offered. 

o Agree on a date for review. 

o Write down on your calendar when the review date will be ar 
make sure the employee does the same. 

o Re-emphasize the fact that your door is open if the employe 
needs to discuss anything about the job. 



o Ask if there are any questions or issues that have gone 
uncovered. 

o Thank the employee for contributing to such a productive 
meeting. 

ITE THE FINAL APPRAISAL 

1. Immediately following the session, write the final appraisal 

2. Send copy to the employee. 

3. Evaluate own performance. 
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3.1 
IMPACT OF SUMMARY PERFORMANCE APPRAISAL RATINGS 



THE RATING GIVEN 

1. 



Should best describe an employee's performance over the 
rating period. 

Will impact on an employee's retention in his/her current 
position as well as opportunities for promotions, pay 
increases and rewards. 

Is a powerful management tool for maintaining and for 
improving individual and organizational productivity. 

Impacts the work climate, both positively and negatively, 
according to employee perception of rating fairness. 

Is a significant emotional event for the ratee, when 
the rating comes as a surprise. 

Demonstrates supervisor's abilities to render fair and 
accurate ratings free of rating errors and rater's biases. 



SUMMARY RATINGS EFFECT THE FOLLOWING PERSONNEL DECISIONS: 

1. Granting or denying the periodic within-grade increase ( WG 



The employee's most recent (i.e. not more than ninety 
calendar days old) annual appraisal or progress review 
serves as a basis for determining whether or not 
the employee will be granted or denied a WGI. 



2. Granting or denying a merit pay increase and the amount 
received 



"The Treasury merit pay system is designed to accomplish 
pay for performance directly linking salary to the 
performance ratings of merit pay employees. The salary 
adjustments will take the form of merit pay increases 
that are calculated through a process which has three 
major components as described below: 

Sliding scale point matrix 

Salary linkage table 

Merit pay salary table" CIS 51000-83 dtd 7/27/81 
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Granting or denying employees 1 monetary awards. The 
employee's summary rating will be taken into account as to 
whether or not the employee receives: 

a. Quality Step Increase (QSI) 



"The employee's most recent appraisal must reflect that 
performance of all critical elements exceeds the 
acceptable level and all noncritical elements either 
meet or exceed the acceptable level. In terms of 
Annual Rating, the employee must have highly successful 
or outstanding to receive a QSI." 

Memorandum from Comptroller PER 13 
CM:H:P:E CD 451 dated 10/22/82 



b. Sustained Superior Performance Award (SSP) (one time 
lump sum cash award based on superior performance that 
was sustained for six months or more) 



"The employee's most recent appraisal must reflect 
that performance of all critical elements at least meets 
the acceptable level and performance of one or more 
more of the critical elments exceeds the acceptable 
level. In terms of an Annual Rating , the employee must 
have either an outstanding , or a highly successful , 
or a successful with at least one critical element 
reflecting performance that exceeds the acceptable 
level. " 

Memorandum from the Comptroller PER 13 
CM:H:P:E CD 451 dated 10/22/82 



c. Special Act Award 



"an employee who has not been appraised as either out- 
standing or highly successful but whose special one- 
time act, service, or accomplishment on a short term 
assignment deserves monetary recognition;" 

"an employee who has performed in an outstanding or 
highly successful manner on a single or short term 
assignment, but who has not had the benefit of a full 
appraisal period. " 

CIS 51000-83 dated 7/27/81 
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1*2 
RATING ERRORS 



Rating errors can interfere with the effectiveness of performance 
appraisal. By understanding the error and how it occurs, the 
supervisor can guard against committing them. 



CONTRAST EFFECTS 

The rater compares one employee with another rather than the 
employee's work against his/her performance elements and standards. 
(A rater may be making this error when he/she compares one worker 
against the best, worst, most average worker. Often this rater feel 
the rating distribution among subordinates should resemble a 
bell-shaped curve. ) 

FIRST/FIXED IMPRESSION (STEREOTYPING) 

The rater makes an initial favorable or unfavorable judgment about 
employee and then ignores subsequent performance data. 



SIMILAR TO ME 

The rater compares a subordinate with one's own job performance. (T 
more closely an employee's work habits, values and attitudes resemb 
those of his/her rater, the greater the tendency of the rater to gi 
an unfair and biased rating. ) 

CENTRAL TENDENCY 

The rater rates every/most subordinates close to the midpoint on th 
rating scale (i.e. level 3 on a 5 point rating scale). These error 
are easy to make, especially, when a supervisor: 1) fails to establ 
good elements and standards, 2) fails to observe performance, 3) fa 
to provide immediate/periodic feedback on performance, or, 4) does 
want to rate subordinates above or below the satisfactory 
(acceptable) level. 



PROXIMITY 

The rater rates employees, who work in physical close proximity, 
higher than those employees whose work stations are more distant. 
(Employees who are required to work in remote locations fall victin 
this type of rating error. ) 



[ENCY/STRINGENCY (DIFFERENCES IN STANDARDS) 

rater consistently rates job elements, standards and expectations 
ler or lower without sufficient or valid reasons. In rating "too 
r n a rater may be raising unwarranted expectations of employees for 
ses, promotions and/or challenging assignments. In rating "too 
1" a rater may be making a rating error which results in 
Drdinates feeling that regardless of the quality and quantity of 
c produced, their rating will be the same. (The rater is more 
Luenced by his/her own past work history, personal values and image 
a supervisor rather than "how well" the ratee performed against the 
sed upon elements and standards discussed at the beginning of the 
Lng period. ) 

LLOVER 

rater bases current rating on previous ratings given to the 
loyee. 

JRACY OF RECALL 

5 error is often made because the rater failed to document 
Eormance on a regular basis. The rater then rates all subordinates 
:he mid level (i.e. satisfactory rating) on the rating scale or on 
t recent performance. 

VHORN 

*r holds high/low opinion of one element of the job and rates other 
nents or features of the job at this same elevated/lower level. 

SNCY/PRIMACY (EFFECT OF TIME) 

*r is influenced by something that an employee did either early in 
shortly before the rating period ended. The impact, either 
Drably on unfavorably, has an overriding influence on the rating 
^n. (The rater makes this mistake when work performed during the 
- month is better than previous work and the overall rating 
Lects only that last month. ) 
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4.1 
TABLE OF COMPENSATORY/NON-COMPENSATORY AWARDS 



Award 


Who May 


Nature of the 


Form of 


How to Take Action 


Referenc 




Receive 


Contribution 


Recognition 










COMPENSATORY 




Special 


All 


Summary rating must be at 


Cash award 


Outline the recommendation on showing how 


FPM 451 


Achievement 


employees 


least Highly^ Successful 


based on 


the performance exceeds the standards and 


TPM 451 


Award for 


except 


for a period of six 


employee ' s 


how Customs benefits from this. Be concise 


Customs 


Sustained 


Merit Pay 


months. The most recent 


rate of 


(one page), be specific, be objective. 


P&PM 51451 


Performance 


and SES 


performance appraisal 


basic 


Transfer information to TDF 64-51.2(9-77), 






employees 


must show that the over- 


pay. 


Appendix 1 with performance management chart 








all performance exceeds 




for latest Performance Appraisal Cycle (PAC) 








the successful level. 








Special 


All 


A one-time occurrence. 


Cash Award 


Outline the recommendation showing how the 


FPM 451 


Achievement 


Federal 


The measureable benefits 


from $25 


one-time occurrence is beneficial to the 


TPM 451 


Award for 


employees, 


to the Government must 


to $35,000, 


organization. Identify benefits (monetary 


Customs 


Special Act 


indivi- 


be at least $250 or have 


Amount is 


savings or intangible). Be concise (one 


P&PM 51451 


of Service 


duals or 


intangible benefits of a 


in pro- 


page) , be specific, be objective. Transfer 






groups 


comparable value. 


portion to 


information to TDF 64-51.2 (9-77), Appendix 










the bene- 


1. 










fits to 












the Gcvt. 






Quality Step 


General 


The performance must 


An addi- 




FPM 451 


Increase 


Schedule 


have been sustained for 


tional 




TPM 451 




Employees 


a period of 6 months. 


within 




Customs 






The most recent 


grade 




P&PM 51451 






performance rating must 


increase- 










show that all critical 


approxi- 


Same as *1 








elements exceed the 


mately 3%- 










acceptable level; all 


of salary. 










non-critical elements 












meet, or exceed the 












acceptable level. In 












terms of annual rating 












the employee must have 












an outstanding or highly 












successful rating. 




















Suggestion 


General 


The suggestion must be 


Cash award 


Forward a completed TDF 64-51.1 (9-77) 


FPM 451 


Award 


Schedule 


outside the suggester's 


from $25 


Appendix 2. Be concise and specific in 


TPM 451 




Employees- 


job responsibilities 


to $35,000. 


describing current procedures and how your 


Customs 




Indi- 


or, if within them, so 


Amount is 


suggestion will result in improvements 


P&PM 51451 




viduals or 


superior that it 


in propor- 








groups 


warrants special recog- 


tion to 










nition. 


benefits 












realized 












by the 












Government 






Merit Pay 


Merit Pay 


Current performance 


Increase 




FPM 430 


Increases 


Employees 


appraisal must support 


in salary 




Customs 






conclusion that in- 


within 




P&PM 51430 






crease is warranted. 


estab- 










Check Customs Merit 


lished 


Same as 1 1 








Pay Plan. 


range. 












Check 












Customs 












Merit Pay 












Plan. 
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#6 



#7 



#8 



#9 



#10 



Award 


Who May 


Nature of the 


Form of 


How to Take Action 


Reference 




Receive 


Contribution 


Recognition 












COMPENSATORY 




Sustained ac- 


Senior 


At least 3 years per- 


$10,000 




TPM Transmj 


complishment 


Executives 


formance at the higher 


Stipend 




Notice # 7i 


for an ex- 


No more 


level. Rating for last 






Subchapter 


tended period- 


than 5% of 


PAC must have been at 






P.L. 95-45< 


SES 


the Senior 


least successful. Must 




Same as 11 


Customs P& 


Meritorious 


Executives 


have been recommended by 






i 51000-86 


Executive 


may be 


the PRB 








Rank 


considered 










Sustained 


Senior 


At least 3 yrs. per- 


$20,000 




TPM Transmj 


extraordinary 


Executives 


formance at the higher 


Stipend 




Notice #78 


acconp 1 i shment 


-no more 


level. Rating for last 






Subchapter 


for an ex- 


than 1% of 


PAC must have been at 






Customs P& 


tended period- 


the Senior 


least successful. Must 




Same as t 1 


t 51000-86 


SES 


Executives 


have been recommended 








Distinguished 


may be 


by PRB. 








Executive 


considered. 










Rank 












SES Bonuses 


Senior 


Bonuses are based on ex- 


3% to 20% 




TPM Transmj 




Executives- 


emplary performance 


of base 




Notice #78 




No more 


throughout the perfor- 


pay 


Same as * 1 


Subchapter 




than 20% of 


mance appraisal cycle. 






P.L. 95-454 




Senior 


The latest rating for 






Customs P fi 




Executives 


the Executive must have 






Transmit taJ 




may receive 


been at least 






#51000-86 




bonuses. 


successful . 










An Execu- 












tive may 












not receive 












more than 












20% of base 












pay. 










Pay rate 


Senior 


Executive performing at 


Salary 


Submit recoramendation with justification 


SubChapter 


adjustment - 


Executives 


the adjusted level- PRB 


change in 


statement 


P.L. 95-45^ 


SES 




recommends adjustment 


compliance 












with 












adjustment 






Wi thin-Grade 


(A) All 


(A) The last performance 


(A) With- 


(A) Submit certification of successful 


(A) & (B) 


Increase 


General 


appraisal of record was 


Grade in- 


performance when notice of within-grade being 


FPM 531, Tl 




Schedule 


successful or above and 


crease- 


due is received fron personnel. If certifi- 


531, Custor 


(A) Non-Unit 


(GS) 


the employee currently 


approxima- 


cation show* that most recent rating is more 


PM 51531 




employees 


is not on a Performance 


tely 3% of 


than 60 days old a special review must be 








Improvement Plan (PIP) 


salary 


made and the results submitted. 




(B) Unit 


(B) All 


(B) The overall 


(B) Same 


(B) Same as (A) , except no special review is 


(B) Nation. 




General 


performance is at or 


as (A) 


required in any case. 


Agreement 




Schedule 


above the standards 






between NT! 




(GS) 


established at the 






the Custom! 




employees 


acceptable level. The 






Service 




in Unit 


supervisor will use the 












most recent performance 












appraisal r consultation 












with other supervisors, 












special review and 












progress review to make 












the determination. All 












critical elements must 












be at the acceptable 












level. 
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Award 


Who May 


Nature of the 


Form of 


Action 


Reference 




Receive 


Contribution 


Recognition 






bOMXMPENSATORY 




Service Honor 


All 


A notable achievement 


Plaque 


Submit a recommendation along with ID 




Award 


Customs 


* Outstanding compe- 


plus a 


Form 64-51.1 (-77), appendix 1. 


FPM 451 




employees 


tence 


letter 




TPM 451 






Leadership, skill, 


(Commis- 




Customs and 






ability 


sioner's 




PM 51451 






* A major improvement 


signa- 










An act or service of 


ture) 










significant benefit 








Job 


All 


Employee shows poten- 


More 


Submit an updated optional Form 8 which will 




Enrichment 


Federal 


tial to perform new or 


challeng- 


include duties designed to enrich the job 






Enployees 


redesigned duties 


ing work 






The Commis- 


All 


Detection of signifi- 


A certi- 




FPM 451 


sioner's 


Customs 


cant violations of 


ficate 




TPM 451 


Citation 


Enployees 


law 


plus a 




Customs P 6 






Heroic and Human acts 


letter 




PM 51451 






An exceptional con- 


(Commis- 










tribution 


sioner's 


Same as tl 








* Outstanding or ex- 


signa- 










emplary work 


ture) 










* Significant achieve- 












ments 








Unit Citation 


All 


Performance exceeds 


Certifi- 




FPM 451 




Customs 


normal requirements. 


cates 




TPM 451 




employees 


Individual and/or group 


plus 




Customs P & 




as well 


cash awards are not 


letter 




PM 51451 




as out- 


appropriate 


(Commis- 








siders 




sioner's 


Same aa tl 






who con- 




signa- 








tribute 




ture) 








to the 












Customs 












Mission 










Commission- 


All 


Attainment of High 


Letter 




FPM 451 TPM 4 


er's Letter 


Customs 


level of performance 


(Commis- 




Customs P & 


of Commenda- 


employees 


Community public 


sioner's 


Same as 11 


PM 51451 


tion 




speaking activity 


signa- 










Sigif icant local or 


ture) 










national charity 












work 
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Award 


Mho May 


Nature of the 


Form of 


Action 


ft 






Receive 


Contribution 


Recognition 












NDW-OOMPENSAOX}RY ( CONTINUED) 




Commendation 


All Customs 


Attainment of high level 


Letters 


Same as tl 


FPM 45J 






errployees 


of performance 


(Appropri- 




451 r Q 


16 








ate super- 




P & PM 










visor 1 s 














signature) 








Training 


All Federal 


Employee has performed 


Training 


Contact employee development or training 


FPM 41C 






employees 


at a level which exceeds 


shows that 


office outlining plan. 


412 








acceptable. Training 


the 




Customs 








will reinforce the 


employee 




51410 








contribution. 


is 














appreciat- 






*7 








ed as well 














as recog- 














nized. 














Career is 














enhanced 














as well as 














the organ- 














ization 














benefit- 














ting from 














training. 








Reassignment 


All Federal 


The reassignment is 


More 


Contact Personnel Office (Staffing Area) 








employees 


beneficial to the organ- 


variety or 


outlining plan 










ization plus the 


challeng- 












employee desires the 


ing work 












change 


which may 






IB 








be more in 














line with 














the 














employee's 














career 














desires 








Attendance at 


All Federal 


Employee is making 


Job 


Systematically initiate* more intense, 






meetings 


employees 


contributions to 


satisfac- 


concentrated effort in this area 










projects and programs 


ion. ..a 












which are the subject of 


feeling of 






19 






the meetings 


accomp- 














lishment 














and recog- 














nition 








Ask to help 


All Federal 


Employee is making 


Job satis- 


Systematically initiate* more intense, con- 






solve 


employees 


contributions to project 


faction. . . 


centrated effort in doing this. 




110 


problems/give 




and program which are 


feeling of 








assistance/ 




the subject of the 


accomp- 








advice 




assistance/advice . 


lishment 














and recog- 














nition 








Rotation of 


All Federal 


The rotation is 


More chal- 


Contact Personnel Office (Staffing Area) 






job to learn 


employees 


beneficial to the organ- 


lenging 


outlining plan 




#11 


other 




ization plus the 


work plus 








functions/ 




employee desires to 


opportun- 








tasks 




change. 


ity to 














broaden 














experience 














and learn 














new 














function 
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4.2 
HOW TO TAKE ADVERSE ACTIONS 



FLOW CHART 

IN DEALING WITH 

ACTIONS BASED ON UNACCEPTABLE 

PERFORMANCE 




Contact servicing 
personnel office 



Document specific instances 
of unacceptable performance 



Provide informal feedback 
to employee about problem 



Does the problem persist? 



Meet with employee and develop a 
Performance Improvement Plan (PIP) 



Give positive assistance during 
the Performance Improvement Period 




Has the employee improved to a fully- 
successful level? 



Contact servicing personnel office for 

assistance and review in drafting the 

proposed notice 



JL 



Give employee 30-day Advance Notice 
of Proposed Action 



Consider employee's written or oral 
reply (is) to Notice of Proposed Action 
in light of current union contract 
and/or Servicewide guidelines 



Has the employee's performance improved 
during the 30-day advance notice period? 



If some improvement is made consider 
extending the 30-day advance period 
an additional 30-days 




Consider effects of improvement effort 
and review case file 



Contact servicing personnel office for 
assistance and review of decision 
notice. Based on this help and 
additional information receivedi 




Keep documents 
for one year 
then destroy file 
if employee's per- 
formance continues 
to be successful. 



Issue decision. This 
must be done not more than 
(0 days after employee 
receives his/her Advance 
Notice of Proposed Action. 
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4.3 
INDIVIDUAL DEVELOPMENT PLANS (IDPs) 



WHAT IS IT? 

An Individual Develpment Plan (IDP) is the scheduled activities 
improving employee's ability to attain an organizational or pers 
goal. Individual development planning is one way an organizatic 
develops its human resources. It is an individual process focus 
employees 1 strengths and weaknesses in relation to their: 

- level of performance in current jobs 

realistic growth opportunities in the organization/their 
career field (often referred to as "target jobs") 

personal career ambitions 

- opportunities to participate in a variety of training ar 
developmental programs offered to them because of their 
level, job f position, or being selected for a formal 
development program 



Individual development planning is: 

- independent workers taking initiatives on their own by: 

1. engaging in realistic self assessment exercises 

2. searching .out training and developmental opportuni 

3. seeking advice from mentors and training officers 

4. setting up feedback session(s) with immediate supe 

5. carrying out the activities agreed upon 

- Immediate supervisors being involved by: 

1. giving feedback to employees by listening, suggest 
alternatives and making recommendations 

2. working with employees to see that their proposed 
are mutually beneficial to the organization 

3. tracking implementation of the approved IDP 

4. recognizing accomplishments that produce measureat 
benefits to the agency or manager 
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r different types of IDPs 



IDP designed to help employees who are new in the 
job/occupation/organization/in probationary periods 
and selectees for upward mobility 



IDPs developed for employees performing below the 
satisfactory level (commonly referred to as a Performance 
Improvement Plan or a PIP) 



IDPs designed to help employees who are enrolled in formal 
programs (candidates for management/executive development 
and employees selected to an intern program) 



IDP for employees who would like to improve their knowledge 
skills and abilities (KSAs) in their present job as well as 
increasing their KSAs needed for career growth opportun- 
ities 



A above the supervisors (or the organization) develop the plan 
ause requirements are already outlined and the employee does not 
w enough to develop the IDP on his/her own initiative. 

B above the deficiencies are specific and the remedies are also 
cific. Supervisors are required by regulation to develop the PIP 
the activities outlined on the PIP are mandatory. 

C & D above the employees develop the plan. Supervisors review the 
ns, help in the goal clarification process, give advice and 
ormation as to what extent the organization will go in support of 
initiatives outlined on the IDP. 



r DOES AN EMPLOYEE OR HIS/HER IMMEDIATE SUPERVISOR GO ABOUT 
ELOPING AN IDP? 

P #1. . .Identify the knowledge f skills and abilities (KSAs) 

ded to perform at the acceptable level or better in one's current 

target job. This is done by: 

- Taking the KSAs listed in the position description for current 
job, target job, or ideal job 

Deciding which KSAs are performed at the satisfactory level 
and which: 

(1) are deficient 

(2) can be further developed 

(3) are missing and employee wants to attain 

- Ranking KSAs in order of priority to (1) the job; (2) the 
employee. For example: 

Priority #1: skill in writing clearly 

Priority #2: knowledge in the Customs Issuance System 
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KSAs which are deficient and are essential to satisfactory per- 
formance in the current job are first in priority 



STEP #2.. .select the best approach for developing/enhancing your 
KSAs: 



A lack of financial support from your organization should not 
deter you from developing yourself. The responsibility for 
development rests with you. 



Sequence of developmental activities and cost factors 



#1 



To: 



acquire knowledge 
& information 
about work- re la ted 
subjects 



Method of Attainment 



recommended readings , 

classroom instructions , 

self study courses , 

academic & collegiate courses, 



lectures & orientations, 



Cost 



low 

high 

moderate 
moderate 
to high 
moderate 



develop basic 
skills so as to 
apply knowledge 
learned in #1 



#2 



progammed instructions 

computer-based/computer assisted 

programs 

practical on-the-job exercises.... 
skill development through practice 

and repetition 

simulation exercises 

coaching by supervisor/experienced 
worker 



moderate 

moderate 
low 

low 
high 

low 



#3 



enhance skills 
acquired in #2 and 
broaden knowledge 
learned in #1 



more practical on-the job training 

rotational work assignments 

advanced training programs 
designed for a particular group/ 

occupation 

seminars , conferences 

task force assignments 



low 
low 



high 
high 
low 



#4 



develop experts 
in a particular 
subject/skill 
learned in #1,2,3 



specialized conferences & seminars 
long developmental assignments.... 
participation in professional 
association activities and in- 
volved in leadership positions 

in these organizations 

highly technical and professional 
readings 



high 
high 



high 
low 
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rraining Directive 51410-01, dated September 26, 1983, spells 
Dut what the agency can pay for and what it cannot. Keep in 
nind that the more job-related the training is and the more 
necessary the training for satisfactory performance of a current 
job, the more likely the agency will pick up the tab. The more 
likely the developmental activities are spelled out in an IDP 
the more likely the training will take place. It also depends 
on: 

willingness on the part of employees to take initiatives 
required to make it happen 

relationship to skill deficiencies in current job 

opportunities available 

availability of funds for training 

current workload in relation to taking time off 



t 3. .implement the plan 

1. Put the IDP in writing. 



IDP requirements for employees under "Merit Pay Performance 
Appraisal System" CIS 51000-78 dated May 14, 1981): 

"At the time of the appraisal interview both parties (rater & 
ratee) will also discuss overall career planning and an in- 
dividual development plan (IDP) based on past performance and 
future expectations. (The IDP will be finalized on CF-108 
within a reasonable period following the appraisal interview. ) " 



For bargaining unit employees: National Agreement between 
National Treasury Employees Union and U. S. Customs Service, 
Section 14 B., effective December 14, 1983: 

"A PIP (Performance Improvement Plan) contains a strategy 
developed by management to assist the employee in improving 
performance. It will identify the areas of performance 
deficiency and will contain an outline of managment 
expectations that would constitute acceptable performance, 
rhe PIP will recommend efforts that might be undertaken 
to improve performance and will explain the types of 
assistance available. All PIPs must contain a warning 
of possible consequences of unimproved performance." 
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For employees under "Employee Performance Appraisal System" , 
CIS 51000-89 dated April 30, 1982: 

"An employee whose performance on a critical element has been 
determined to be deficient will be given an opportunity to 
improve, and will be advised of the possible consequences of 
unimproved performance. The initial counseling session must be 
documented, and a strategy for improvement of the employee's 
performance (a Performance Improvement Plan, or PIP will be de 
veloped in writing on CF-188A) . The plan may include training 
closer supervision, revision of assignments, or the like." 



2. Commit yourself to accomplishing the activities 

- establish target dates 

3. Ask for help from your supervisor and peers 

- in monitoring your plan 

- helping to get organizational support (financial, lea 
etc. ) 

- getting feedback on skill development 



Examine the sample of an IDP on the following page. Keep in 
mind that this is just a sample. Yours may be quite different 
because of your unique needs and circumstances. 
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MATRIX PLRKJKMANCt STANDARDS FORMAT (MPPAS) 




DEPARTMENT OF THE TREASURY 

UNITED STATES CUSTOMS SERVICE 

PERFORMANCE PLAN AND APPRAISAL 

(Merit Pay Employees) 
51430, P&PM 



Read Instructions on Page 2 of this form. 



D 



ANNUAL APPRAISAL 



SPECIAL REVIEW/APPRAISALREASO 



. RATEE NAME 



ORGANIZATION (Office, Division, Branch, etc.) 



2. POSITION TITLE, SERIES. AND GRADE 



5. DUTY STATION 



3. RATING PERIOD 
FROM: 



ART I PERFORMANCE PLAN, PROGRESS REVIEW, AND APPRAISAL pages 3 and 4 of this form. 
ART II -CERTIFICATIONS 



6. 
PERFORMANCE 
PLAN 
CERTIFICATION 


A. RATER SIGNATURE AND DATE 

X 


B. REVIEWER SIGNATURE AND DATE 

X 


C. RATEE ACKNOWLEDGES THAT THE RATEE SIGNATURE AND DATE 
PERFORMANCE ELEMENTS (CRITICAL AND 
NONCRITICAL) AND STANDARDS HAVE X 
BEEN DISCUSSED AND ARE UNDERSTOOD. 


7. 
PROGRESS 
REVIEW 
CERTIFICATION 


A. RATER SIGNATURE AND DATE 

X 


B. RATEE SIGNATURE AND DATE 

X 


8. 
PERFORMANCE 
APPRAISAL 
CERTIFICATION 


A. SUMMARY PERFORMANCE RATING (Check the block that best characterizes the ratee's performance during the rating cycle. 
Refer to 51430. IF, P&PM, for guidance.) 

[^Unsatisfactory d] Malr9inal LZ3 SuCCeSSfUl CU Successful ["""] Outs tan d 


B. ACTION TAKEN (Check as appropriate to the circumstances of the review/appraisal.) 

D Summary Rating and I | Recognition of Perfor- 1 (Performance Improvement Plan I IIDP 
Merit Pay Determination | [mance Recommended | | Developed (Special Review) | |lniti< 


C. RATER SIGNATURE AND DATE 

X 


D. REVIEWER SIGNATURE AND DATE 

X 


E. RATEE INDICATES THAT THE APPRAISAL RATEE SIGNATURE AND DATE 
HAS BEEN COMMUNICATED TO THE RATEE. 
(Signature does not necessarily indicate agreement.) X 



RATEE COMMENTS 



PRIVACY ACT NOTIFICATION 

he information gathered by this form, under the authority of Chapter 43 of Title 5, U.S. Code, may be used to make determinations regarding emplc 
>b advancement, salary increases, incentive awards, training, and retention in the job or grade. Information and comments obtained from the employee w 
e included on this form will not be disclosed outside the U.S. Customs Service without prior consent, except as required or permitted by law. If comm 
e provided by the employee in Part II, these comments may be considered in conjunction with any use of the form which may include discussion and c 
sling regarding the employee's job performance. Completion of block 9 of Part II is voluntary for the employee; however, failure to make comments in Pa 
lay affect consideration of all pertinent factors in making a determination about the employee. Copies, of the form will be maintained by the servicing 
>nnel office, the supervisor and the employee. 
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APPENDIX B 

ELEMENTS AND MEASUREMENTS FOR THE DESIGN 

OF MATRIX PERFORMANCE STANDARDS IN VARIOUS 

OCCUPATIONAL AREAS 



VALUE OF MEASUREMENT 



"When you measure what you are speak- 
ing about, and express it in numbers, 
you know something about it. But when 
you cannot express it in numbers, your 
knowledge is of a meager and unsatis- 
factory kind." 



The attached charts include the following elements and 
measurements necessary for the design and use of matrix perform 
standard s : 



o Function 

o FRA/KRA 

o Performance Criteria 



o Measurement Indicat 
o Definition of Terms 
o Source(s) 
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